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-v>  Research  was  conducted  into  the  factors  that  influence  early 
' attrition  of  first  term  Navy/Marine  Corps  enlistees  by  ad- 
ministering questionnaires  to  1105  first  term  enlisted  men 
and  supervisors.  The  sample  Included  both  attriters  and 
non-attriters  at  a variety  of  units  and  locations.  The 
survey  instrument  and  subsequent  analysis  focussed  on  a 
number  of  specific  issues,  including  differences  in  attrition 
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rates  between  recruits  and  men  in  operational  units, 

V comparison  of  pre-service  and  service-connected  factors 
associated  with  attrition,  and  comparison  of  attriter 
and  supervisor  views  on  attrition.  A stepwise  multiple 
regression  feature  was  used  to  determine  the  relative  in- 
fluence of  each  variable  and  the  cumulative  influence  of 
several  variables.  . 
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Dr.  Bert  T.  King 
Office  of  Naval  Research 
800  N.  Quincy  Street 
Code  452 

Arlington,  Virginia  22217 
Dear  Dr.  King: 

We  are  pleased  to  submit  the  final  report  "Exploratory 
Development  Research  of  U.S.  Navy/Marine  Corps  Personnel, 

Phase  1,  Factors  Affecting  Attrition"  prepared  under  Contract 
NO.  N00014-76-C-0937. 

The  objectives  of  the  research  were  to  provide  the  Navy 
and  the  Marine  Corps  with  an  up-to-date  profile  of  those  en- 
listed personnel  who  leave  the  Service  prior  to  successfully 
completing  their  first  enlistment,  as  well  as  to  present  rnr- 
rent  information  on  factors  that  are  contributing  to  the  attri- 
tion. 

This  report  summarizes  the  results  of  a survey  of  approxi- 
mately 1,000  first-term  enlisted  men  and  100  non-commissioned 
officers  in  the  Navy  and  Marine  Corps.  Information  about  ex- 
periences before  and  after  enlisting,  attitudes  about  various 
features  of  the  military,  and  demographic  characteristics  of 
respondents  were  obtained. 

The  survey  results  were  summarized  and  cross-tabulated 
with  several  key  variables.  A stepwise-multiple  regression 
was  also  used  to  determine  the  relative  Influence  of  each 
variable  and  the  cumulative  effect  of  the  variables  as  a whole. 

The  analysis  of  the  qualitative  results  was  conducted  by 
Dr.  James  Murphy  and  Mr.  Gerald  McConeghy  under  the  direction 


Dr,  Bert  T.  King 
September  30,  1977 
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of  Dr.  Marshall  G.  Greenberg,  a Senior  Vice  President  of  Booz, 
Allen  & Hamilton  Inc.,  and  a recognized  authority  in  mathe- 
matical psychology.  Dr.  Murphy  received  his  Ph.D.  degree  in 
Communications  from  the  Annenberg  School  of  Communications  at 
the  University  of  Pennsylvania  with  specialization  in  the  so- 
cial psychology  of  communications  and  in  organizational  be- 
havior. He  has  taught  courses  in  research  and  has  had  con- 
siderable experience  in  the  design  and  analysis  of  qualitative 
and  quantitative  research  studies.  Mr.  McConeghy  earned  his 
M.A.  degree  in  Social  Psychology  at  Temple  University.  At  the 
time  the  present  project  was  conducted,  he  was  working  on  his 
doctoral  dissertation  in  the  sociology  department.  His  previous 
experience  at  Booz,  Allen  included  several  projects  incorporating 
the  conduct  and  analysis  of  individual  and  group  depth  interviews, 
as  well  as  survey  research  studies.  Dr.  Greenberg  received  his 
Ph.D.  degree  in  Mathematical  Psychology  from  the  University  of 
Michigan,  and  later  served  on  the  faculty  of  the  University  of 
Minnesota  teaching  statistics  and  mathematical  psychology.  He  is 
currently  Vice  President  of  the  American  Marketing  Association, 
a member  of  the  editorial  boards  of  the  Journal  of  Marketing  Re- 
search, Research  on  Consumer  Behavior,  and  is  an  Associate  Editor 
of  Management  Science.  He  is  also  a former  Chairman  of  the  sub- 
section  on  Statistics  in  Marketing  of  the  American  Statistical 
Association. 

We  are  confident  that  this  report  meets  the  objectives  of 
the  study  and  feel  that  these  data  will  be  useful  in  assisting 
the  Wavy /Marine  Corps  in  developing  management  options  to  gain 
control  of  the  early  attrition  problem. 
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EXECUTIVE  SUMMARY 


I . STUDY  OBJECTIVES 


This  report  suminarlzea  the  results  of  a survey  of 
approximately  1,000  enlisted  men  and  100  non-commissioned 
officers  in  the  Marine  Corps  and  Mavy.  The  survey  was 
an  exploratory  research  project  into  the  causes  of  non- 
academic attrition  of  first-term  enlisted  men.  The  re- 
search project  aimed  at  the  following  objectives t 


e Identifying  factors,  especially  military  organi- 
zational features,  that  influence  attrition. 


e Determining  if  the  causes  for  attrition  are  the 
same  for  recruits  and  for  men  in  operational  units 
(regular  duty) . 


e Determining  why  some  groups,  like  non-high  school 
graduates  and  blacks,  have  higher  rates  of  attrition 
than  other  groups. 


e Comparing  the  views  of  attriters  and  supervisors  con- 
cerning attrition. 


e Evaluating  the  reaction  of  attriters  and  supervisors 
to  suggested  organizational  changes  aimed  at  reduc- 
ing attrition. 


II.  A BRIEF  OVERVIEW  OF  METHODOLOGY 


Confidential  personal  intorviewb  were  conducted  at  military 
bases  by  trained  civilian  women  using  a structured  ques- 
tionnaire. Information  about  experiences  before  and 
after  enlisting,  attitudes  about  various  features  of  the 
military,  and  demographic  characteristics  of  respondents 
were  obtained.  The  interviews  lasted  approximately  one 
hour . 
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The  twelve  groups  of  Navy/Marine  Corps  enlisted  men 
interviewed  Included  recruits  and  men  on  regular 
duty,  both  adjusted  and  attriters,*  and  supervisors 
in  each  service.  Table  1 is  a description  of  the 
respondent  groups.  In  the  case  of  Navy  regular  duty 
adjusted  personnel,  considerations  outside  the, purview 
of  the  contractor  precluded  obtaining  interviews  from 
personnel  currently  assigned  to  operational  fleet 
units.  In  lieu  thereof,  first  term  enlisted  men 
undergoing  instruction  of  Naval  Schools  Command,  Great 
Lakes,  whose  prior  assignment  was  aboard  ship  were 
interviewed.  These  men  were  asked  to  respond  to  the 
questionnaire  from  the  viewpoint  of  their  life  aboard  ship. 


I 


I 

f 


! 


i- 


The  survey  results  were  summarized  and  cross’-tabulated 
with  several  key  variables.  A stepwise  multiple  regres- 
sion analysis  was  also  used  to  determine  the  relative 
influence  of  each  variable  and  the  cumulative  influence 
of  several  variables.  The  results  presented  throughout 
the  report  are  formatted  in  conventional  cross-tabulation 
type  of  tables.  The  more  sophisticated  multiple  regres- 
sion is  presented  in  Appendix  A.  The  two  presentatj ons 
are,  of  course,  consistent. 


III.  A SUMMARY  OF  MAJOR  FINDINGS 


A.  General  Findings  Concerning  Attrition 


It  should  be  noted  that  these  findings  and  all 
others  cited  in  the  report  are  based  on  data  from 
the  sample,  which  was  in  turn  developed  within 
constraints  placed  on  the  number  and  location  of 
respondents.  In  addition,  it  should  be  recognized 
that  the  responses  of  the  attriters  are  essentially 
"exit  interviews"  of  men  leaving  the  service  under 
adverse  conditions.  Since  these  men  may  have 
negative  feelings  against  the  organization  dis- 
charging them,  their  individual  comments  regarding 
what  occurred  may  not  represent  totally  accurate 
accounts  of  what  actually  took  place  in  all  cases. 
Finally,  data  derived  from  an  opinion  or  attitude 
type  survey  is  by  nature  subjective.  In  view  of 


Adjusted  personnel  are  generally  men  who  are  in  con- 
formance with  service  regulations.  Attriters  are  men  who 
are  in  the  process  of  be  Inn  discharged  for  misconduct. 
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this,  caution  must  be  exercised  in  interpreting 
without  reservation  the  perceptions  of  respondents 
as  objective  reality. 


It  is  well  recognized,  therefore,  that  the  sample 
on  which  this  study  is  based  in  not  the  ideal 
random  sample.  The  researchers  cannot  state  with 
a statistically  high  level  of  confidence  that 
the  findings  of  the  study  are  truly  representative 
of  Navy  and  Marine  Corps  personnel  in  general. 

The  likelihood  is  good,  however,  that  the  sample 
used  does  reasonably  represent  the  attitudes  and 
feelings  of  the  groups  as  a whole.  For  this  reason 
and  to  facilitate  report  preparation,  findings 
are  not  repeatedly  qualified  by  reference  to  the 
limitations  on  the  sample. 


Since  this  research  project  is  an  Initial  attempt 
to  obtain  current  data  on  first-term  enlisted 
attrition,  the  findings  can  serve  as  a series  of 
hypotheses  for  follow-up  studies  with  larger, 
more  representative  samples.  It  is  in  this  con- 
text that  this  report  has  been  prepared.  The 
findings  summarized  below  are  drawn  from  both  the 
cross  tabulations  and  the  multiple  regressions. 


e Recruits  and  regular  duty  men  attrite  for 
different  reasons.  Recruits  are  often 
unable  to  cope  — academically,  psycholog- 
ically, and  physically.  Attriters  from  the 
fleet  do  not  get  what  they  wanted  out  of 
the  service.  They  see  no  benefit  to,  and 
feel  no  obligation  for  remaining  in  the 
service. 


e There  are  many  more  similarities  than 

differences  between  Marine  and  Navy  attriters 
The  differences  that  exist  apply  principally 
to  training  and  work  assignments. 


e Attrition  from  regular  duty  rarely  results 
from  a single  problem  or  experience.  Rather, 
it  follows  from  continually  increased  levels 
of  dissatisfaction.  (See  page  II-IO.) 


Among  recruita,  attrition  usually  involves  first  an 
Involuntary  element  and  then  a voluntary  element.  Many 
recruits  inadvertently  get  into  trouble,  then  after 
being  reprimanded  or  punished,  they  decide  they  want  to 
leave  the  service.  Regular  duty  men  usually  cause  their 
own  attrition  by  deliberate  misconduct,  (pp  XI-6, ~7) 


Many  attriters  are  salvageable.  A large  number  said 
they  would  be  willing  to  stay  if  certain  changes  were 
made.  About  15%  of  the  attriters  would  perfer  to  stay 
even  under  present  conditions,  (p.  li-3) 


Most  enlisted  men  now  view  their  service  oomn>itment 
as  a contract.  If  they  do  not  receive  what  they  had 
expected,  they  feel  justified  in  not  keeping  their 
contractual  obligations,  (pp.  II>7,  >9) 


Black  attriters  show  a higher  interest  in  remaining 
in  the  service  than  do  white  attriters. 


- Recruit  attriters  are  more  interested  in  staying  than 
are  regular  duty  attriters.  (P.  11-3) 

e There  are  high  levels  of  dissatisfaction  in  both  the  Navy 

and  Marine  Corps  among  both  attriters  and  non-attriters.  (p.  II-2) 
They  complain  about  similar  problems.  Their  experiences  in 
the  service  are  slightly  different.  What  determines  that  one 
will  attrite  while  the  other  remains  adjusted  seems  to  involve 
both  a personality  characteristic  and  soma  minor  differences 
in  the  amount  of  dissatisfying  experiences. 


Although  the  study  did  not  Involve  the  ' 
graphics  (character  analysis) , there  a; 
Indicate  attriters  tend  to  be  more  imp 
more  difficulty  communicating  their  neeL 
in  an  authoritarian  setting. 


f psycho- 
k data  that 
nd  have 
problems 


Differences  in  attrition  rates  of  racial  groups  are  not 
accounted  for  by  any  one  or  even  a few  organizational 
variables.  Black  attriters  are  not  affected  differently 
than  white  attriters;  rather,  they  are  affected  a little 
more  by  each  of  the  many  factors  causing  attrition.  (See 
Regressions  5 and  6 in  Appendix  A.) 


• No  single  organizational  factor  aooounts  for  a 
major  portion  of  attrition.  The  moat  Important 
organizational  factors  are;  Appendix  A,  pp.  A(6), 
A(12),  A(16),  A(20>,  A(24),  A(30). 


- Supervlsor-enliated  man  relationships 

- Complaint  procedures 

- Regimentation 

- Training  school  attendance 
> Job  assignment 


e Non-military  factors,  such  as  inadequate  prep- 
aration, family  problenvs,  and  the  social  life 
available  are  as  Important,  or  more  important 
for  regular  duty  men,  than  any  organizational 
factor  examined.  (Table  21) 

e Supervisors  and  attriters  agree  on  the  importance 
of  several  factors  in  influencing  attrition.  There 
is  disagreement  between  them,  however,  on  the  Im- 

^ } portance  of  the  supervisor's  demeanor.  The  attri- 

tors  interviewed  often  said  harassment*  from  super- 
visors is  a major  cause  of  their  ^ssatisfaotion  and 
subsequent  attrition.  Supervisors,  on  the  other 
hand,  do  not  believe  harassment  is  an  Important  factor. 
(Compare  Tables  21  and  33.) 

- However,  many  supex visors  in  the  fleet  do 
acknowledge  that  inadequate  supervision  and 
leadership  are  a cause  of  problems.  This,  they 
believe,  results  from  insufficient  leadership 
training,  (p.  Vl-2) 


j ~ Supervisors  of  recruits  generally  feel  their  peers 

are  adequately  trained  and  perform  well,  (p,  vi-2) 


e Supervisors  appear  receptive  to  many  suggested  changes 
aimed  at  reducing  attrition.  They  stress  the  need  for 
better  recruiting,  training,  and  job  assignments. 
(Tables  35A  and  35Bj 


The  term'^Tiaraisment"  was  a pre-coded  response  given  to 
the  interviewee. 


-5 


i 


- However » they  are  not  receptive  to  euggeetlone 
of  a poeltlve  relnforoement  approach,  which  la 
the  preference  of  attrlters. 

e Counseling  programs  are  not  widely  used  by  at- 
trlters. If  counseling  is  available,  most  men 
are  either  not  aware  of  it,  or  they  do  not  consider 
it  worthwhile,  (p.  11-5) 

- However,  those  men  who  did  have  counseling 
considered  it  friendly  and  sincere. 

Specific  Causes 


1.  Demographic  characteristics 

e In  the  fleet,  younger  men  have  higher  rates  of 
attrition  than  do  their  older  peers,  but  among 
recruits  the  younger  men  have  lower  rates. 

(Table  7) 

e Blacks  are  more  likely  to  attrlte  than  whites. 
Some  of  this  difference  is  accounted  for  by 
differences  in  pre-service  factors,  such  as 
family  background  and  pre-enlistment  prepara- 
tion. (pp.  VII-3,  -5) 

• Less  educated  men  have  higher  rates  of  attrition 
in  recruit  training  and  in  the  fleet.  (Table  8A) 


- Level  of  educational  achievement  appears  to  be 
important  for  three  reasons: 


e Since  many  non-high  school  graduates  en- 
listed without  extended  forethought,  this 
may  reflect  a personality  characteristic 
that  involves  an  "impulsive"  element. 

(p.  Ill-B) 


e It  limits  the  choice  of  service  occupa- 
tion opportunities. 


e It  is  related  to  the  ability  to  effective- 
ly communicate  needs  and  problems,  (pp.  VII-5, 


e Men  from  small  towns  have  lower  attrition  rates 
than  men  from  large  cities,  (p.  III-3) 


• Sailors  In  the  fleet  who  are  married  have  signifi- 
cantly higher  attrition  rates  than  their  unmarried 
peers,  in  the  Marines,  marital  status  is  not  re- 
lated to  attrition.  (Table  9) 


! ' 


Although  there  is  no  evidence  indicating  that  per- 
ceived civilian  employment  opportunities  influence 
attrition,  attriters  are  slightly  more  likely 
than  adjusted  men  to  have  been  employed  prior  to 
entering  the  service.  Both  attriters  and  adjusted 
men  feel  their  opportunities  for  civilian  employ- 
ment are  good.  (p.  xii-5) 


Compared  to  adjusted  men,  attriters  are  more 
likely  to  come  from  a lower  socioeconomic 
background,  (pp.  III-S,  -6) 


Even  when  compared  to  adjusted  men  having  the 
same  level  of  education,  attriters  appear  to  be 
more  deficient  in  academic  skills,  (pp.  Xll-6,  -7) 
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- About  21%  of  recruit  attriters  but  only  2% 
of  recruit  adjusted  have  difficulty  reading. 


e Pre-service  arrests  are  more  common  among  attri- 
ters (27%  vs  19%).  (p,  lXX-7) 


2.  Pre-service  preparation 


Adequate  planning  and  preparation  for  the  service 
is  a very  important  factor  differentiating  attri- 
ters and  adjusted  men. 


- Attriters  are  much  more  likely  to  enlist  im- 
pulsively. Most  do  not  give  more  than  a month 
of  forethought  to  their  decision,  (p.  Ill- 8) 


- Compared  to  adjusted  men,  attriters  receive 
less  information  from  recruiters  about  what 
to  expect  in  the  service,  (p.  XXX-11) 


-1^ 


• M«n  who  participate  In  the  Delayed  Bnliat- 
ment  Plan  are  leas  likely  to  attrite  than  non- 
partlcipanta.  This  is  true  regardless  of  the 
amount  of  forethought  to  enlisting,  or  the 
level  of  school  completed.  (P*  HI-9) 


• Men  who  enlist  on  the  Buddy  Plan  are  lass  likely 
to  attrite  during  recruit  training,  (p*  III-IO) 


• Attritera  are  more  likely  than  adjusted  men  to 
say  they  were  unsure  at  the  time  of  enlistment 
whether  they  would  oomplete  their  enlistment,  (p.  III-IO) 


e Attriters  and  adjusted  man  have  similar  reasons 
for  enlisting.  To  learn  a skill  or  trade  is 
the  primary  reason  given  by  both.  (See  Table  17) 


e There  la  no  difference  between  adjusted  and  at- 
tritera in  the  encouragement  to  enlist  that  they 
received  from  family  and  friends,  (p.  III-9) 


3 . Organizational  factors 


! e The  factor  cited  moat  often  by  attriters  as  a cause 

of  dissatisfaction  and  attrition  is  supervisors' 
behavior.  (See  Table  19) 


|;  -<  Harassment,  frequent  criticism,  false  accu- 

f sations,  and  favoritism  are  the  most  fre- 

[ quant  complaints  about  supervisors,  (p.  IV-9) 

i 

II 

i; 

- Complaints  are  usually  directed  at  NCO's, 
rather  than  officers. 


e Most  attriters  feel  the  military  system  for  ex-  ' 
pressing  complaints  about  their  supervisors  does 
not  work  satisfactorily.  They  feel  the  system  is 
biased  toward  career  men  and  also  discriminates 
against  enlisted  men.  (pp.  lV-10,  -ll) 

- Most  men,  but  especially  attriters,  feel  it 
would  be  useless  to  complain  about  the  miscon- 
duct of  a supervisor,  (p.  IV-11) 
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- Moat  attritera  would  prefer  to  take  their  problema 
and  complainta  directly  to  a coinmandlng  of- 
ficer rather  than  use  the  chain  of  oonmiand. 

(See  Table  23A) 


- This  perception  of  an  unfair  system  for  ex- 
preaaing  complaints  frequently  provides  at- 
triters  with  their  justification  for  attriting. 


Among  adjusted  men*  regimentation  causes  more 
dissatisfaction  for  men  in  the  fleet  than  for  re- 
cruits. Among  attriters  there  was  no  difference 
between  recruits  and  men  in  the  fleet  on  the  im- 
portance of  regimentation.  (See  Table  18) 


The  recruit  training  program  causes  problems  for 
many  recruits  because  they  are  not  prepared  for 
it.  The  features  of  recruit  training  causing  the 
most  dissatisfaction  and  loading  most  often  to 
attrition  are:  (See  Table  21) 


- rest  pace 

- Regimentation  for  what  is  perceived  as  trlvl- 
ial  matters 

- Supervisors'  behavior  and  attitudes 

- Change  in  attitude  toward  the  service 

- Classroom  pressures  (in  the  Navy) 


Physical  training,  strict  rules  of  authority,  and 
having  personal  requests  denied  cause  some  dis- 
satisfaction but  were  usually  not  enough  to  lead  to 
attrition. 


Among  marines,  men  who  attend  a training  school 

are  less  likely  to  attrite  than  men  who  do  not.  (p,  iv- 

- Not  receiving  the  training  that  was  expected 
or  promised  is  a frequent  cause  of  dissatis- 
faction and  attrition  among  sailors.  (See  Table  21) 


Attending  a ''Class  A"  school  in  the  Navy 

affect  likelihood  of 
attriting,  (p.  iv-l3) 
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- Attritersi  more  often  than  adjusted  men> 
are  dissatisfied  with  the  school  training 
they  received,  but  this,  in  itself,  is  rare- 
ly a primary  reason  for  attriting.  (p.  IV-15) 


• Dissatisfaction  with  duty  assignment  is  not  usual- 
ly a cause  of  attrition,  (p.  IV-16) 


- The  duty  assigmnent  experiences  and  work 
schedules  of  attriters  and  adjusted  men 
are  similar.  (See  Table  27) 

- Concerning  the  effect  on  satisfaction,  the 
moat  important  aspect  of  a duty  assignment 

is  the  supervisor's  attitude.  (See  Table  19) 

- tlarriad  atti  iters  in  the  Navy  frequently 
report  their  attrition  is  caused,  at  least 
in  part,  by  being  at  sea  too  often,  (p.  v-4) 


IJ'  M The  only  group  that  expresses  strong  dissatisfac- 

tion with  rank  and  pay  is  regular  duty  Marines, 
but  they  do  not  mention  this  as  a reason  for 
attriting.  (pp.  lv-19,  -20) 


e Attriters,  as  well  as  adjusted  men,  feel  that 
medical  care  is  important,  and  satisfaction  with 
this  is  generally  high.  (p.  IV-20) 


e Interpersonal  conflicts  with  other  enlisted  men 
are  not  a major  cause  of  dissatisfaction  or 
attrition,  (p.  iv-21) 


e Administrative  problems,  such  as  not  receiving 
proper  pay,  are  only  occasionally  cited  as  causes 
of  attrition,  (pp.  iv-21,  -22) 


4 . Non-military  factors 

i 

e Family  problems  are  a major  cause  of  attrition  in  the 
fleet.  This  includes  problems  with  wife  as  well  as 
i problems  with  parents  and  siblings.  (p.  V-1) 


-10- 


( ! 


->  Many  attr iters  said  they  went  AWOT<  to 
assist  their  family  in  an  emergency 
situation,  (pp.  V-1,  -2) 


According  to  the  men  interviewed,  most  spouses  and 
girlfriends  are  not  favorable  toward  the  service, 
and  many  attriters  said  their  spouses  or  girl- 
friends encouraged  them  to  try  to  leave  the  ser- 
vice.  (p.  v-3) 


The  social  life  available  around  the  base  or 
in  the  service  generally  is  a cause  of  great 
disappointment  for  most  men.  However,  this 
is  not  often  an  immediate  cause  of  attrition,  (p.  iv-21) 


e Alcohol  or  drugs  are  involved  in  about  one 
out  of  six  oases  of  attrition.  (p.  v-7) 


»■  .1  ^ 
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C.  Factors  Differentiating  Attriters  and  Adjusted  Men  in 
lacTi  Segment 


Results  in  this  section  are  based  on  the  stepwise  multiple 
regression  analysis.  For  each  sample  segment,  the  three  or 
four  variables  that  have  the  largest  independent  effect  in 
differentiating  between  adiusted  men  and  attriters  are  pre- 
sented. The  cumulative  percentage  of  variance  accounted  for 
by  these  variables  is  also  listed.  This  figure  reflects  the 
percentage  of  the  total  variation  in  attrition  that  is  related 
to  the  variables  extracted  in  the  regression. 


i 


1«  Marine  Reorulta 


Factors  Differentiating 
Adjusted  Men  and  Attriters 

Cumulative  Variance 
Accounted  For 

i 

! 

1 

1 

• Attriters  more  often  believe  that 
if  they  Qomplain  about  misoonduot 
of  a drill  instruotor«  they  them- 
selves would  be  harassed  and  nothing 
would  happen  to  the  drill  instructor 

.12 

j 

i 

e Attriters  less  often  participate  In 
the  delayed  enlistment  program 

.16 

e Attriters  less  often  have  fathers  who 
are  employed  In  higher  level  oooupa-  . 
tlonal  positions  suoh  as  managers 

.20 

u 

2.  Marine  Regular 

Duty 

Factors  Differentiating 
Adjusted  Man  and  Attriters 

Cumulative  Variance 
Accounted  For 

e Attriters  are  lass  educated 

.09 

1 

e Attriters  more  often  believe  they 
would  be  harassed  If  they  complained 

.16 

• Attriters  less  often  attend  training 
school 

.20 

1 

( 

( 

1 

e Attriters  less  often  participate 
In  the  delayed  enlistment  program 

.23 

; 

! 

< ’ 
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3.  Navy  Reorulta 


Factors  Differentiating 
Adjusted  Men  and  Attriters 


Cumulative  Variance 
Accounted  For 


Attriters  more  often  believe  they ' ' 
would  be  harassed  if  they  complained 

.33 

Attriters  less  often  sign  up  for  a , 
training  school 

.45 

Attritnrs  less  often  participate  in 
delayed  enlistment  program 

.50 

Attritnrs  more  often  have  reading 
difficulty 

, S3 

4.  Navy  Regular  Duty 


Factors  Differentiating 
Adjusted  Men  and  Attriters 


Cumuletlve  Variance 
Accounted  B’or 


e Attriters  give  less  forethought 

to  enlisting  .12 

e Attriters  more  often  believe  they 

would  be  harassed  if  they  complain  .20 

e Attriters  are  loss  educated  .25 

e Attriters  are  more  often  married  .27 
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RECOMMENDATIONS  FOR  FURTHER  RESEARCH 


The  study  clearly  indicates  a connection  between  a num- 
ber of  organizational  factors  and  attrition.  During  the 
study,  however,  certain  other  factors  which  appear  to  be 
tied  to  attrition  came  to  light.  These  issues  could  not 
be  examined  further  since  they  are  outside  the  scope  of  the 
study.  Since  their  relationship  to  the  attrition  problem 
is  evident,  it  seems  that  further  research  into  these 
factors  would  be  productive  in  the  construction  of  a data 
base  from  which  the  Navy  can  develop  management  options  to 
gain  control  of  the  early  attrition  problem.  These  areas 
recommended  for  further  study  are  outlined  below. 


The  study  indicates  that  many  first-term  enlisted 
personnel  consider  the  information  they  received 
from  the  recruiter  about  prospects  for  personal 
success  in  the  Navy/Marine  Corps  environment  to  be 
incomplete  and/or  misleading.  They  also  say  that 
they  were  inadequately  prepared  for  the  rigorous 
training  and  discipline  they  encountered  during 
recruit  training.  In  some  oases,  the  serviceman 
believes  that  a breach  of  promise  was  made.  He 
therefore  feels  this  is  sufficient  moral  justifica- 
tion for  not  completing  his  obligated  service. 


The  current  recruit  information  and  orientation 
programs  should  be  closely  examined  to  determine 
exactly  what  information  and/or  impression  are 
being  conveyed. 


Approximately  60  to  70  percent  of  the  attriters  inter- 
viewed did  not  receive  counseling  when  the  difficulties 
which  led  to  their  attrition  first  arose.  Of  this  * . 

group,  nearly  half  feel  counseling  would  have  been  * 
helpful. 


Research  should  be  conducted  into  the  availability, 
administration,  and  use  of  counseling  programs. 
Specifically,  the  differences  in  the  type  and  ^ 
amount  of  programs  between  the  units  with  low 
attrition  rates  and  those  with  high  rates  should 
be  compared. 


~ The  research  should  Include  an  analysis  of  the 
attitudes  of  men  subsequent  to  receiving 
Qounselitig  to  determine  the  effectiveness  of 
counseling  relative,  to  reducing  early  attrition. 


e The  Navv  and  Marine  Corps  do  not  currently  maintain 
specific  and  readily  available  data  banks  of  informa- 
tion on  attriters  relative  to  both  the  perceptions  of 
the  individual  and  his  supervisors  as  co  the  root  cause 
of  his  early  attrition.  This  information  would  be  help- 
ful In  developing  management  options  to  gain  control 
of  the  early  attrition  problem. 


- A ctandardized  questionnaire  should  be  developed 
and  administered  to  attriters  who  are  about  to 
be  separated  from  the  seryioe  as  part  of  the 
exit  procedure.  The  questionnaire  should  inquire 
into  the  causes  of  the  attrition  and  what  both 
the  attriter  and  his  supervisor  feel  might  have 
been  done  to  preclude  his  attrition. 


- The  data  from  the  questionnaire  should  then  be 
compiled  and  summarized  to  indioete  common  areas 
of  difficulty,  etc. 


e The  study  clearly  indicates  that  oonflicts  with  NCO 
supervisory  personnel  contribute  to  first-term  early 
attrition.  What  are  commonly  identified  as  personality 
oonflicts  frequently  Involve  disagreements  over  values, 
goals,  and  espeoially,  norms. 


Research  should  be  conducted  to  determine  the 
sources  of  the  conflicts,  their  cognitive  elemente, 
and  the  perceptions  of  both  groups  as  to  appro- 
priate methods  of  resolution. 


e The  study  indicates  that  in  many  instances  the  inabil- 
ity of  the  servioeman  to  effeotively  oommunioate  his 
needs  or  problems  to  his  supervisor/instructor  is  a 
catalyst  to  the  attrition  prooers. 


The  issue  of  the  communication  gap  between  service- 
men and  their  eupervisora  should  be  studied  further 
to  determine  exactly  what  typee  of  communication 
problems  exist.  Are  the  men  afraid  to  expreas  their 
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problems/questions?  Are  they  overly  aggreaalve  In 
their  relatlonahlpa  with  authority  figures?  Are 
the  aupervlaors  themselves  open  to  listening  to 
problems  and  questions? 


- Once  the  apeoiflc  problem  areas  have  been 

asoertalned,  an  approach  to  tailoring  a oommunlca' 
tlon  workshop  speolfloally  to  the  needs  of  the 
people  Involved  should  be  researched. 


Attritera,  both  married  and  unmarried,  frequently 
feel  that  reaolving  family  financial  problems  takes 
priority  over  their  obligation  to  complete  their 
enlistment. 

Research  should  be  conducted  to  determine  how 
adjusted  men  with  similar  problems  handle  their 
finances. 


« In  addition,  counseling  programs  should  be  eval- 
uated In  terms  of  their  ability  to  help  both  the 
serviceman  and  his  spouse  when  financial  problems 

arise. 


I . INTRODUCTION 


I. 


INTRODUCTIOK 


A.  Objectives 

In  recent  years  there  has  been  a significant  Increase 
in  the  number  of  Marine  anrt  Navy  first-term  enlisted 
men  leaving  the  service  for  nonacademic  reasons  prior 
to  successfully  completing  their  enlistment.  This 
increased  attrition  has  implioatlons  for  both  defense 
costs  and  the  combat  readiness  of  the  Marine  and  Naval 
forces.  In  an  effort  to  determine  the  causes  for  this 
increased  attrition,  as  well  as  outline  steps  neces- 
sary to  reverse  this  trend,  the  Office  of  Naval  Re- 
search (ONR)  has  authorized  several  studies  on  the 
matter. 

This  study  is  an  initial  attempt  to  obtain  current 
data  on  attrition  not  related  to  academlo  or  medical 
deficiencies.  More  specifically,  its  focus  is  on  identi- 
fying the  military  organizational  factors  that  may  affect 
attrition.  This  selective  foous  does  not  mean  that  it 
was  assumed  at  the  outset  of  the  study  that  organizational 
factors  are  the  most  important  influence  on  attrition. 
Rather,  the  concentration  on  organizational  features  is 
an  attempt  to  cover  one  aspect  of  military  life  as 
thoroughly  as  possible. 

Even  though  the  study  has  attempted  to  cover  most  aspects 
of  Navy  and  Marine  Corps  organizations,  it  is  not  the 
goal  of  the  study  to  prov'ide  a definitive  measure  of 
uhe  effect  of  each  factor.  Survey  limitations  in  terms 
of  time,  number  of  respondents,  geographical  locations* 
and  the  absence  of  fleet  personnel  in  the  regular  duty 


Interviews  were  conducted  at  one  of  three  Navy  Recruit 
Training  Centers,  one  of  two  Marine  RTC's  and  one  of 
three  Fleet  Marine  Force  locations. 


adjusted  Navy  sample*  make  this  unrealistic.  In 
addition,  the  highly  subjective  nature  of  data  ob- 
tained in  an  opinion  or  attitude  survey  dictates 
extreme  caution  in  interpreting  without  reservations 
the  perceptions  of  respondents  as  objective  reality. 

It  is  well  recognized,  therefore,  that  the  sample  on 
which  the  study  is  based  is  not  the  ideal  random 
sample.  The  researchers  cannot  state  with  a statis- 
tically high  degree  of  confidence  that  the  findings 
of  the  study  are  truly  representative  of  Navy  and 
Marine  Corps  personnel  in  general.  The  likelihood 
is  good,  however,  that  the  sample  used  does  reasonably 
represent  the  groups  as  a whole.  For  this  reason, 
and  to  facilitate  report  preparation,  findings  are 
not  repeatedly  qualified  by  reference  to  limitations 
of  the  sample. 

The  goal  of  the  study  is  to  obtain  current  data  on  ' 
attrition  leading  to  the  development  of  a series  of 
hypotheses  which  can  be  researched  with  larger  and 
more  representative  samples.  The  data  from  these 
follow-up  studies  can  then  be  incorporated  into  a 
conceptual  framework  or  model  of  attrition  which,  in 
conjunction  with  other  factors  affecting  attrition, 
can  be  used  to  monitor,  test,  and  evaluate  alternative 
manpower  policies  and  practices.  This  is  the  context 
in  which  this  report  has  been  prepared. 

The  specific  research  questions  that  have  guided  the 
direction  of  this  study  are  as  follows t 


For  regular  duty  adjusted  Navy  respondees  survey 
limitations  required,-  in  lieu  of  shipboard  personnel, 
the  use  of  students  at  Service  Schools  Command  Great 
Lakes  whose  prior  assignment  had  been  with  a fleet 
operational  unit.  These  personnel  were  asked  to.  res- 
pond to  the  questionnaire  in  terms  of  their  shipboard  . 
life.  They  are  included  with  those  Navy  and  Marine  Corps 
personnel  serving,  or  in  the  case  of  attriters,  having 
served  in  operational  units,  i.e.,  "the  fleet". 


■■  ■■•■.■I  .... 

aa8aaa8Baag8ggaMBMB»i^agi!!a=rt^^  . 


Which  organlaatlonal  features  affect  attrition?  The 
first  sl:ep  necesBary  in  understanding  ihe  causes  and 
remedies  for  attrition  is  to  identify  the  factors 
affecting  attrition.  Since  the  effect  of  these  factors 
may  or  may  not  be  known  to  the  attrlters,  it  is  necessary 
to  investigate  not  only  attriters*  perceptions  of 
attrition  causes,  but  also  experiential  and  situational 
factors  correlated  with  attrition. 


e In  addition  to  identifying  factors  directly  related  to 
attrition,  it  is  also  necessary  to  search  for  factors 
that  may  Intervene  in  the  process  but  not  appear  as 
directly  related  to  attrition.  This  applies  especially 
to  factors  that  may  cause  dissatisfaction  or  loss  of 
morale.  The  purpose  of  this  strategy  is  to  determine 
if  certain  factors  function  to  produce  higher  attrition 
risks  while  other  factors  serve  as  immediate  causes  of 
attrition  for  men  in  these  risk  categories. 

e What  is  the  relative  effyt  of  organizational  features 
compared  to  the  effect  of  non-military  factors?  ^o 
determine  the  magnitude  of  the  organizational  factors ' 
contribution  to  attrition  it  is  necessary  to  identify 
other  causes  of  attrition  and  measure  their  effect. 

This  indicates  the  relative  importance  of  organisational 
factors.  It  also  provides  some  basis  for  determining  the 
extent  of  attrition  reduction  that  could  be  made  possible 
by  instituting  changes  in  organizational  features. 

e Why  do  these  features  affect  attrition?  Once  the  organize- 
hional  features  af j^ecting  attrition  have  been  identified,  it 
is  worthwhile  to  try  to  understand  why  they  have  this  effect. 
The  emphasis  here  is  on  identifying  how  attriters  perceive 
these  features.  This  information  shows  if  changes  in  orga- 
nizational regulations  and  policies  are  needed,  or  if,  in 
fact,  the  need  is  merely  to  enforce  or  implement  existing 
regulations  and  policies. 

• How  are  different  groups  affected  by  the  various  organ- 
izational fj»atures7  durrenh  iiterahure  on  attrition 
indicates  that  minorities  and  non-high  school  graduates 
have  higher  rates  of  attrition.  It  is  important  to  know 


if  these  groups  are  affected  more  Intensely  by  each 
of  the  many  causes  of  attrition,  or  if,  on  the  other 
hand,  there  are  one  or  a few  causes  that  have  a more 
pronounced  effect  on  these  groups. 


In  addition  to  race  and  education,  other  group  vari- 
ations examined  include  age,  sooloeoonomlo  status, 
the  current  stage  of  service,  and,  of  course,  the 
branch  of  the  service. 


e What  organisational  changes  would  reduo  si  attrition? 
dimply  oeoause  a lector  is  perceived  as  a oause  bi! 
attrition  does  not  necessarily  mean  attrition  can  be 
reduced  by  changing  that  factor.  Such  a change  could 
possibly  cause  discontentment  and  attrition  among  men 
who  were  originally  satisfied  with  the  feature.  On  the 
other  hand,  it  is  possible  that  changes  in  a factor  not 
directly  related  to  attrition  may  compensate  for  the 
dissatisfaction  caused  by  another  factor;  for  example,  per- 
haps men  would  be  willing  to  make  a trade-off  and  be 
more  tolerant  of  undesirable  features  if  their  benefits 
were  increased. 


Thus,  it  is  Important  to  investigate  the  expected  effect 
on  attrition  of  changes  in  several  factors,  or  several 
combinations  of  factors. 


The  principal  organizational  factors  examined  in  this 
study  include  I 

e Regimentation,  leadership  and  military  discipline  system 
e Training  programs 
e Duty  assignments 
e Pay,  rank  and  medical  care 
e interpersonal  relations 
e Administrative  problems 
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The  principal  non-military  factors  examined  in  this 
study  include: 


• Pre-service  preparation 

• Influence  of  family  and  friends 

• Social  life 

• Employment  and  educational  opportunities 

• Drugs  and  alcohol 


The  importance  of  these  factors  was  measured  in  several 
ways.  First,  the  Importance  of  just  having  experienced 
a factor  was  examined.  For  instance,  each  respondent  was 
asked  if  he  attended  a training  school.  Rates  of  at- 
trition are  then  correlated  with  training  school  attendance. 

Secondly,  men  were  asked  what  their  aspirations,  expecta- 
tions, and  perceived  opportunities  or  benefits  are  con- 
cerning each  factor.  For  example,  men  were  asked  if  they 
had  attached  a great  deal  of  importance  to  attending  a 
training  school  before  they  entered  and  what  they  expected 
to  benefit  from  this  training.  Then  those  who  did  attend 
were  asked  if  their  training  school  experience  met  their 
aspirations  and  expectations.  This  Information  provided 
an  indication  of  what  may  cause  dissatisfaction  as  well 
as  attrition. 


Thirdly,  measures  of  satisfaction  were  obtained.  These 
measures  apply  to  overall  satisfaction  with  the  service, 
as  well  as  satisfactions  with  individual  organizational 
features.  By  correlating  these  measures  to  attrition, 
assumptions  car.  be  made  as  to  whether  attrition  results 
from  accumulated  dissatisfactions  or  if  it  is  indepsndont 
of  dissatisfaction. 

Finally,  attritsrs  were  asked  to  Identify  what  they 
oonsider  the  immediate  and  remote  causes  of  their 
attrition.  These  perceived  causes  are  then  related 
to  the  other  measures  to  determine  if  causes  of  at- 
trition are  fully  recognized  by  the  attriters  or  if 
there  might  be  underlying  unoonsoioua  elements  involved. 
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In  addition  to  the  data  about  causes  of  dissatisfaction 
and  attrition  gathered  from  enlisted  men,  supervisors 
were  also  asked  their  views  about  the  causes  and 
remedies  for  attrition.  This  Information  can  serve 
three  purposes.  First,  It  may  provide  a measure  of 
lower  level  supervisory  personnel's  awareness  of  the 
causes  of  attrition.  Secondly,  It  could  Indicate  the 
degree  of  congrulty  between  anllstsd  men's  and  super- 
visors' perceptions  of  dissatisfaction  and  attrition 
causes.  Thirdly,  It  should  give  an  Indication  of  which 
organisational  changes  would  be  readily  aaoepted^  and 
which  would  be  resisted  by  supervisors. 


One  additional  objective  of  the  study  Is  to  obtain  a 
description  of  the  attrition  process.  This  Involves 
determining  how  a man  tries  to  alleviate  his  problems, 
how  he  views  his  alternatives,  whom  he  consults  and 
how  he  evaluates  consultation  he  rooelvss.  Understand- 
ing the  attrition  process  also  entails  Identifying 
what  percent  of  the  men  are  attrlted  voluntarily  and 
what  percent  would  prefer  to  remain  In  the  service. 


i, 


i 
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B.  Methodology 


The  data  gathering  method  used  In  this  research  was 
personal  interviews  employing  a structured  questionnaire. 
The  Interviews  were  conducted  by  middle-aged  women 
who  were  personally  trained  by  Boos,  Allen's  field 
staff.  All  respondents  were  guaranteed  anonymity > so 
no  name,  aerial  number,  unit,  rank,  or  other  Identifying 
information  was  asked. 


Research  Design 


The  research  design  was  developed  to  determine  If 
causes  of  attrition  have  similar  Impact  on  men 
In  various  situations.  The  design  Includes 
three  principal  components.  First,  both  attrlters 
and  adjusted  men  were  Interviewed.*  This  was  an 
attempt  to  create  a simple  experimental  design  by 
asking  each  group  what  axperiences  they  had.  The 
retrospective  attitudes  of  each  group  were  also  measured. 
Secondly,  men  at  the  recruit  stage  and  the  regular 
duty  stage  (In  the  fleet)  were  questioned  to  deter- 
mine If  men  In  the  fleet  attrlte  for  different 
reasons  than  men  at  the  recruit  stage.  Thirdly, 
because  of  a need  to  tap  experiences  unique  to  each 
group,  marines  and  sailors  were  administered  question- 
naires that  were  slightly  different.  Thus,  the  research 
design  Involved  eight  separate  groups  of  first-term 
enlisted  men.  Twice  as  many  attrlters  as  adjusted 
men  were  Interviewed  because  of  the  need  to  get  suf- 
ficient Information  on  the  attrition  process.  The 
ratio  of  men  In  the  fleet  to  recruits  Interviewed 
Is  two  to  one  because  of  the  need  to  provide  an  ade- 
quate number  of  cases  who  had  experienced  each  or- 
ganizational factor. 


Four  groups  of  supervisors  were  also  Interviewed. 
Recruit  and  regular  duty  supervisors  from  each  branch 
of  the  service  were  asked  questions  relevant  to  the 
situation  of  their  men. 


"S  Attrlters  inierviswed  are  men  in  the  process  of  i 

being  discharged  for  mlsoonduot.  The  adjusted  groups 
consist  of  men  who  are  In  general  conformity  with  ser- 
vice regulations.  They  represent.  In  essence,  the 
average  marine  or  i.allor. 
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Table  1 contains  a Hat  of  the  twelve  different  qroupa 
Interviewed. 


Table  1 

Description  of  Reepondent  Groupe 


Version 

Group 

Location 

Number 

1 

Marine  Recruit  Adjusted 

' S . 

Parris  Island 

50 

2 

Marine  Recruit  Attr iters 

Parris  island 

100 

3 

Marine  Regular  Duty 
Adjusted 

Camp  Lajeune 

100 

4 

Marine  Regular  Duty 
Attriters 

Camp  Lajeune 

201 

S 

Navy  Recruit  Adjusted 

Great  Lakes 
Recruit  Training 

60 

6 

Navy  Recruit  Attriters 

Great  Lakes 
Recruit  Training 

120 

7 

Navy  Regular  Duty 
Adjusted 

Great  Lakes 

Service  Schools 

Command 

120 

8 

Navy  Regular  Duty 

Great  Lakes  T.P.U./ 

Attriters 

Norfolk  Separation 
Station 

244 

9 

Marine  Recruit 
Supervisors 

Parris  Island 

15 

10 

Marina  Regular  Duty 
Supervisors 

Parris  Island 

35 

11 

Navy  Recruit  Supervisors 

Great  Lakes  Recruit 
Training 

20 

12 

Navy  Regular  Duty 
Supervisors 

Great  Lakes 

Service  Schools 
Command 

40 

Total  Enlisted  Men 

995 

Total  Supervisors 

110 

I- 
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Questionnaire 


The  questionnaires  consisted  cf  both  open-ended  questions  and 
questions  with  pre-coded  answers.  The  open-ended  type  of 
questions  consisted  of  a general  question  such  as  "Vfhat  has 
happened  that  is  causing  you  to  be  attrited?",  which  would  be 
followed  up  by  Interviewer  probes  such  as  "what  do  you  mean 
by  that?",  "When  did  that  first  happen?",  etc.  These  questions 
with  follow-up  probes  often  elicited  several  pages  of  narrative 
Information  for  one  respondent. 


I 


The  Information  obtained  from  these  open-ended  questions 
serves  several  purposes.  First,  It  provides  a wealth  of 
Illustrative  descriptive  data,  especially  ooncernlng  the 
sequence  of  events  preceding  attrition.  It  also  serves 
as  the  basis  for  additional  quantitative  analysis.  Boos,  Allen 
coding  department  staff  coded  the  responses  into  several 
categories,  some  of  which  were  not  measured  anywhere  else 
In  the  questionnaire.  These  oategorles  were  then  correlated 
with  other  factors  to  give  an  Indication  of  their  relative 
importance.  The  open-ended  questions  also  enable  the 
attriter  to  oompletely  "tell  his  side  of  the  story." 


Most  of  the  pre-coded  questions  consisted  of  simple  choice 
answers  such  as  "yes-no"  or  "agree-dlsagree" , but  some  also 
Involved  the  respondent's  providing  a relative  assessment  of 
several  factors.  For  this  type  of  question,  respondents 
were  given  a list  of  the  factors  along  with  the  possible 
answer  categories  from  which  they  were  to  choose. 


; 

f 


Questionnaires  were  formatted  ohronologloally . That  is, 
the  first  series  of  questions  pertained  to  pre-service 
preparation;  the  next  series,  to  experiences  in  re- 
cruit training;  and  the  final  series,  to  experiences 
while  In  the  fleet.  Attrlters  ware  given  an  addi- 
tional set  of  questions  that  referred  to  the  prob- 
lems and  experiences  encountered  that  were  leading  to 
their  attrition.  Questions  on  demographic  characteristics 
were  at  the  end  of  each  questionnaire. 


I 

f 

i 


For  each  organisational  factor,  there  were  questions  about 
the  respondents'  expectations  and  aspirations  for,  ox-  \ 

perlenoes  with  and  evaluation  of,  that  factor.  Recruits  | 

were  asked  what  their  expectations  wore  for  aspects  of  • 


■ ..I'-I.J.  .iJ[  J f.  ..V  . . I...  ,t,  , I ..■II  , 
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fl««t  duty  prior  to  entoring  the  eervlcs.  Regular  duty 
men  were  asked  what  their  expectations  had  been.  Attriters, 
especially  recruit  attriters,  were  asked  conditional  ques- 
tions such  aSf  "If  you  had  stayed  in  the  service, " 


Questions  were  also  designed  to  determine  in  what  manner 
organisational  factors  exert  their  influence.  Respondents 
were  asked  how  satisfied  they  are  with  each  factor,  and 
if  problems  related  to  this  factor  are  a primary  cause  of 
attrition. 


Analysis 


The  information  gathered  in  the  interviews  was  subjected 
to  three  types  of  analysis.  First,  a qualitative  analysis 
was  made  of  the  open-ended  questions.  This  provided  in- 
formation on  the  processes,  \which  was  useful  for  clarifying 
and  complemanting  results  from  the  pre-coded  questions. 


Secondly,  responses  to  all  questions  were  summarized  for 
each  respondent  segment,  xn  addition,  within  each  segment 
every  response  item  was  cross- tabulated  by  four  diohotomised 
variables i race,  time  in  service,  education  and  satisfaction 
level. 


Thirdly,  a stepwise  multiple  regression  analysis  using  at- 
trition as  the  dependent  variable  was  performed  on  recruits 
and  regular  duty  men  in  each  branch  of  the  service.  On 
the  average,  about  20  independent  variables  were  included 
in  each  regression.  This  analysis  included  an  Intercorrela- 
tion matrix,  the  proportion  of  variance  explained  by  each 
independent  variable,  and  the  total  proportion  of  variance 
explained  by  all  the  variables  in  the  regression.  Tests,  of 
significance  (F-test)  were  also  run  on  those  regression  \ 

equations.  The  regression  analysis  results  are  presented  in 
Appendix  A.  'j 


C.  Sampling  Procedures 


I 

The  original  sample  design  included  a random  sample  from  each  \ 

of  the  twelve  groups.  Unfortunately,  time  constraints  and  i 

logistical  problems  made  it  impossible  to  obtain  a random 

sample  from  each  group,  instead,  respondents  from  five 

groups  were  randomly  selected,  and  respondents  from  the  j 

other  seven  groups  were  obtained  on  an  availability  basis. 

These  latter  samples  are  designated  quota  samples.  i 
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All  groups  of  sttriters  were  quota  samples.  There  were 
not  enough  attritera  available  in  the  scheduled  time 
period  to  enable  a random  eeleotion.  Instead r every 
available  attriter  leaving  the  service  at  the  inter- 
viewing stations  during  the  interviewing  period  (ap- 
proximately four  weeks  — from  the  last  week  in  August 
to  the  third  week  in  September)  was  interviewed.  How- 
ever, there  is  no  reason  to  suspect  these  attritera 
are  atypical  of  attritera  in  general.  , 


Marine  adjusted  men  were  randomly  sampled.  Rsoruits 
were  obtained  through  use  of  random  laundry  numbers 
and  regular  duty  men  were  randomly  selected  from  the 
personnel  files  at  Commandant  Headquarters. 


Havy  adjusted  men  were  obtained  in  quota  samples  since 
it  was  not  possible  to  use  random  sampling  procedures 
at  the  time."  Recruit  adjusted  were  obtained  from 
companies  in  the  fifth  week  of  training,  their  service 
week.  The  men  selected  met  two  criteria  --  they  were 
not  in  apparent  danger  of  attriting  and  they  were  not 
disciplinary  problems.  Hence,  this  group  by  definition 
constituted  a "more  adjusted"  group  than  Marino  recruit 
adjusted  men. 


Respondents  in  the  supervisor  sample  were  B-6's  to  E-9's 
who  had  supervisory  experience.  Generally,  the  super- 
visors were  sampled  from  the  same  units  as  the  adjusted 
men. 


D,  Plan  of  the  Report 


This  report  is  divided  into  seven  chapters. 


The  following  chapter  provides  an  overview  of  the  inter- 
related features  of  dissatisfaction  and  the  attrition  pro- 
cess. This  Involves  first,  a description  of  the  extent 
of  dissatisfaction  and  then  a description  of  how  men  try 
to  cope  with  their  problems.  This  chapter  also  looks  at 
attritera*  attitudes  toward  receiving  a less  than  honorable 
discharge . 


See  footnote  page  i-2 
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In  Chapter  iii  the  influence  of  background  charac- 
teristics on  attrition  is  examined.  This  includes 
demographic  characteristics  such  as  age,  race,  educa- 
tion, and  socioeconomic  status.  The  amount  and  type 
of  pre-service  preparation,  such  as  meetings  with  re- 
cruiters or  forethought  to  joining,  is  also  examined 
for  its  effect  on  attrition.  The  third  feature 
examined  in  this  chapter  is  the  respondents'  reasons 
for  enlisting,  including  "push"  as  well  as  "pull" 
factors. 


The  fourth  chapter  is  the  most  important  and  most 
inclusive  part  of  the  report.  The  major  organizational 
featuree  are  examined  in  detail  here,  several  aspects 
of  each  feature  are  scrutinized. 


Chapter  V discusses  the  Influence  of  factors  unrelated 
to  the  military  organization  that  might  affect  a man 
while  he  is  in  the  military.  The  interactions  between 
these  factors  and  organizational  factors  are  e;ram- 
ined. 


Chapter  VI  presents  supervisors'  opinions  about  causes 
of  attrition,  and  their  recommendations  for  curtailing 
attrition  rates. 


Following  this.  Chapter  VII  attempts  to  summarize  the 
effects  of  various  factors  on  each  of  the  major  seg- 
ments. Variations  by  race  and  education  are  also  in- 
cluded in  this  summary. 


Appendix  A presents  the  results  of  the  multiple 
regression  analysis.  This  includes  a listing  of  var- 
iables used  in  the  regression,  the  correlation  coef- 
ficient between  each  variable  and  attrition,  cor- 

responding F flcores  and  level  of  significance. 


Two  questionnaire  vex'slone  are  also  included  in 
Appendix  B.  Version  8 questionnaire,  used  for  the  Navy 
regular  duty  attritera,  is  only  slightly  different  than 
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Version  4,  the  one  used  for  Marine  regular  duty  at- 
trlters.  Most  questions  asked  of  recruits  and  regular 
duty  adjusted  men  are  contained  In  this  questionnaire. 
Version  9,  used  for  Marine  recruit  supervisors,  Is 
provided  as  an  example  of  the  type  of  questionnaire 
used  for  supervisors. 


Tables 


Most  tables  In  this  paper  present  results  In  percentages. 
Unless  otherwise  noted,  the  number  of  respondents 
involved  is  the  number  of  that  group  listed  in  Table  1. 


When  data  are  presented  In  combined  form  for  several 
groups  this  indicates  the  differences  between  the  groups 
are  small.  For  Instance,  If  a figure  Is  presented  for 
all  Navy  attrlters  this  Indicates  that  Navy  recruit 
attriters  have  characteristics  or  responses  similar 
to  Navy  regular  duty  men  on  the  Issue. 


In  interpreting  the  tables,  the  research  attempts  to 
comment  upon  and  highlight  those  relationships  in  the  data 
that  appear  to  be  of  practical  interest  and  worthy  of  fur- 
ther consideration.  Statistical  tests  were  not  conducted 
upon  these  tabulatldns  for  the  following  three  reasons: 

e The  study  was  exploratory  In  nature  and  com- 
bined both  a qualitative  and  quantitative  com- 
ponent. The  report  attempts  to  Integrate  these 
components  by  examining  all  of  the  data  for  con- 
sistency and  attempting  to  form  a cohesive  set 
of  hypotheses  and  recommendations.  Consequently 
the  implications  of  any  given  table  or  portion 
of  the  data  may  depend  more  on  its  relationship 
to  the  overall  pattern  of  results  than  on  tht 
statistical  significance  of  the  table  as  an 
isolated  entity. 

e In  most  instances,  it  is  the  practical  signifi- 
cance rather  than  the  statistical  significance 
of  a relationship  or  a difference  that  needs 
to  be  addressed.  While  the  former  may  depend 
upon  the  predispositions  of  tne  reader,  it  is  a 
fact  of  life  with  which  appliedf  research 
must  contend.  When  summary  statistics  are  de- 
rived from  large  samples,  as  are  many  of  the 
data  in  the  present  study,  relatively  weak  and 
unimportant  relationships  can  achieve  statisti- 
cal significance. 
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• Most  statistioal  tests / even  those  of  the  non- 
parametric  variety  (that  make  minimal  assumptions 
about  the  nature  and  form  of  underlying  distri- 
butions) are  firmly  rooted  in  the  concept  of  ran- 
dom sampling.  The  application  of  such  tests  to 
data  from  a non-probability  sample  would  be  in- 
appropriate and  would  imply  a level  of  precision 
in  measuring  the  generallzability  of  sample  results 
that  could  not  be  defended.  The  methodology  of 
the  study  is  clearly  presented  including  the  fact 
that  data  were  collected  from  a nonpzobability 
sample.  The  reader  must  judge,  in  the  context  of 
this  exploratory  study,  the  extent  to  which  the 
resulting  data  support  the  hypotheses  and  conclusions 
that  are  drawn. 


I 1 . OVERVIEW  OF  DISSATISFACTION  AND  THE  ATTRITION  PROCESS 


Survey  responses  indicate  that  in  most  of  the  cases  attrition 
represents  the  culmination  of  steadily  Increasing  dissatis- 
faction with  military  life.  This  chapter  .examines  the  levels 
of  dissatisfaction  existing  among  adjusted  men  and  attriters 
at  each  stage  of  their  service.  It  also  examines  how  men 
attempt  to  alleviate  their  dissatisfaction  and  avoid  or  hasten 
their  attrition.  Later  chapters  attempt  to  identify  and 
measure  factors  causing  dissatisfaction  and  attrition)  this 
chapter  specifically  describes  how  enlisted  men  in  the  sample 
handled  their  dissatisfaction  and  impending  attrition. 


A.  Extent  of  Dissatisfaction 


Dissatisfaction  among  the  various  groups  was  measured 
in  different  ways.  Recruits  were  asked  to  rate  their 
satisfaction  on  a four-point  scale  from  very  satisfied 
to  very  dissatisfied.  Adjusted  recruits  were  also 
asked  if  they  expect  to  complete  their  enlistment. 
Regular  duty  men  were  asked  how  satisfied  they  had 
been  at  the  completion  of  recruit  training,  and  whether 
they  would  have  accepted  a discharge  at  that  time  if 
they  had  been  offered  one  as  part  of  a manpower  cut- 
back. Adjusted  men  In  the  fleet  were  also  asked  if 
they  would  accept  a discharge  now  if  offered.  At- 
triters were  asked  whether  they  would  prefer  to  stay 
in  the  service  or  be  discharged  if  they  now  had  that 
option.  In  addition,  all  men  in  the  fleut  were  asked 
to  rate  their  satisfaction  with  each  organizational 
feature.  (These  results,  however,  are  presented  in- 
dividually throughout  the  report  where  the  respective 
features  are  examined.) 


The  responses  to  these  question  provide  some  interesting 
results,  which  are  presented  below. 

As  expected,  attriters  are  more  often  dissatisfied  with 
the  service  than  are  adjusted  men.  Among  recruits  in  the 
Marines,  14%  of  the  adjusted  men  said  they  are  dissatisfied, 
compared  to  about  53%  of  attriters.  Among  recruits  in  the 
Navy,  71%  of  the  attriters  were  dissatisfied.  (Only  7% 
of  the  adjusted  recruits  were  dissatisfied,  but  it  should 
be  remembered  that  men  in  this  group  were  selected  because 
they  were  apparently  well  adjusted. 


Among  men  in  the  fleet,  about  57%  of  adjusted  would  accept 
a discharge  if  it  was  offered  to  them  as  part  of  a man- 
power cutback  and  about  85%  of  attriters  would  prefer  to 
be  discharged  even  if  they  had  a choice. 


Tha  dlfferenoa  batwaan  adjuatad  man  and  attrltara  is  mora 
pronounoad  among  recruits  for  two  reasons.  First,  faw 
adjusted  recruits,  but  many  adjusted  man  in  the  fleet, 
are  dissatisfied.  Secondly,  recruit  attriters  more 
often  consider  themselves,  and  not  the  service,  as  tha 
source  of  the  problem.  Hence,  if  they  are  dissatisfied, 
it  is  with  thamsalvas  because  of  their  inability  to 
adjust,  rather  than  with  the  service. 


Among  recruits,  dieeatisfao^on  appears  to  be  higher  in 
^ Navv,  but  In  the  operational  unifcs,  dlfflerences  SeB/een 
the  Marinas  and  Navy  are  minitiai.  kven  though  Navy  ad** 
justed  recruits  ware  more  sele6€ive  respondents  than  their 
Marine  counterparts  --  and  hence  expressed  more  satisfac- 
tion — • other  evidence  indicates  dissatisfaction  is  higher 
for  Navy  recruits.  For  instance,  more  Navy  tha'n  Marine 
recruit  attriters  said  they  are  dissatisfied,  and  more 
regular  duty  sailors  than  marines  said  they  were  dissatis- 
fied at  the  completion  of  recruit  training.  In  the  fleet, 
however.  Marine  adjusted  men  and  attriters  are  slightly 
more  willing  to  accept  a discharge  than  their  Navy  counter- 
parts. These  results  are  presented  in  Table  2. 

Table  2 

O Expressions  of  Dissatisfaction 


Aii^uitey 

Xitri^ers 



Adjusted 

VV 

Attriters 

Recruits  dis- 
satisfied 

14% 

53% 

7%* 

71% 

Men  in  fleet  who 
were  dissatisfied 
at  end  of  recruit 
training 

14% 

33% 

38% 

32% 

Men  in  fleet  less 
than  16  months  who 
would  prefer  to  be 
discharged 

71% 

86% 

68% 

92% 

Men  in  fleet  16 
months  or  over  who 
would  prefer  to  be 
discharged 

56% 

80% 

41% 

79% 

This  figure  is  underestimated  because  of  sampling 
bias.  The  Navy  adjusted  recruits  represent  well 
adjusted  recruits  rather  than  typical  recruits.  If 
it  were  assumed  that  rates  in  the  Navy  follow  the 
same  trend  as  rates  in  the  Marines  then  the  best 
estimate  of  the  true  percentage  for  this  group  would 
be  about  38%. 
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Rateo  of  dissatiagaotion  ar«  highest  among  men  who  heva 
been  in  ihe ' ise^  than  16  moritha.  As  fche  daia 

in  Table  indloate/  bhis  la  true  for' adjusted  and  at- 
trlters  In  both  branches  of  the  service.  Some  reasons 
for  this  trend  are  related  to  the  military  while  others 
are  not.  For  Instance,  men  In  the  service  less  than 
18  months  more  often  complain  about  their  training,  job 
assignment,  social  life  and  lack  of  travel  opportunities. 
They  are  lees  likely  to  have  cars  and  less  likely  to  have 
been  on  a cruise.  In  effect,  they  are  more  often  dis- 
appointed and  bored,  and  feel  isolated  in  their  present 
situation. 


Men  in  the  service  18  months  or  longer  are  more  likely  to 
be  married,  and  hence  dissatisfied  because  they  are  not 
with  their  dependents.  This  is  especially  true  for  sailors. 
The  only  organizational  factors  that  seasoned  servicemen 
complain  about  more  than  younger  men  are  supervisors  ’ 
attitudes  and  harassment."  They  apparently  feel  that 
they  have  reached  a point  in  their  military  career  when 
they  should  no  longer  be  subjected  to  the  same  authority 
patterns  that  are  used  to  regulate  younger  men.  One 
Navy  attriter  who  had  completed  three  and  a half  years  of 
service  expressed  it  this  way. 

"I'm  fed  up  with  it  now.  When  Z first  enlisted  I 
tried  to  put  up  with  them  (supervisors) . As  time 
went  on  the  difference  of  treatment  between  officers 
and  enlisted  men  really  bothered  me." 

About  16%  of  men  being  attrlted  would  prefer  to  remain  in 
the  seryTo^  kecruit  attriters  in  bobn  branches  are  more 
lilvoly  than  attriters  in  the  fleet  to  say  they  would  prefer 
to  stay  in  the  service  if  they  had  the  choice.  Another 
indication  of  recruits' desire  to  stay  is  the  fact  that 
only  15%  said  they  would  not  stay  no  matter  what  changes 
were  made  in  the  service.  Thirty-three  percent  (331)  of 
the  regular  duty  attriters  Interviewed  took  this  position. 


Most  attriters  said  they  had  mixed  feelings  throughout 
their  service  careers  about  wanting  to  be  discharged. 

In  other  words,  there  had  been  good  times  and  bad  times 
for  most  attriters.  A much  smaller  number,  about  18%, 
said  they  have  wanted  to  be  discharged  since  training. 
The  results  of  the  question  "Have  you  always  wanted 
to  get  out,  always  wanted  to  stay,  or  felt  both  ways 
sometimes?"  appear  in  Table  3. 


the  interviewee. 


was  a pre-coded  response  given  to 
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Table  3 

Attritere*  Desire  for  Dleoharqe 


Attitude 


Alwaye  wanted 
dlaoharge 

Alwaya  wanted 
to  at ay 

Had  mixed  feellnga 

Total 

H 


B.  counaellnq  Received  by  Attrltera 


Thli  aeotlon  examlnea  the  extent  of  oounaellng  and  advloe» 
both  formal  and  Informal,  received  by  attrltera  prior 
to  their  attrition.  Attrltera*  peroeptlona  of  the  value, 
or  potentlonal  value,  of  thla  oounaellng  are  alao  examined. 


A alaable  number  of  attrltera.  eapeoially  marlnea  In 
the  illleet,  aak  ihair  auperlora  to  help  inem  leave  the 
aervloe.  About  i 01  of  Haw  and  Harine  reoruit  attrltera 
aalT'lor  thla  type  of  aaalatanoe,  while  In  the  fleet  58% 
of  Marlnea  and  only  20%  of  Navy  men  aak  for  It.  The 
reaaon  for  the  large  difference  between  aallora  and 
marlnea  In  the  fleet  la  not  known. 


It  waa  not  feaalble  to  determine  at  what  point  In  the 
attrition  prooeaa  moat  of  theae  requeata  are  made. 

Some  reapondenta  admitted  making  the  requeata  for  the 
flrat  time  only  after  returning  to  the  baae  from  being  abaent 
without  leave  (AWOL) . Othera,  however,  aald  they  tried  to  obtain  a 
dlaohaxge  first,  and  then  after  being  refuaed,  went  on 
\mauthorlsed  ab^^iwnae  (UA) . One  third  (33%)  of  Navy  attrltera 
in  the  fleet  a d 23%  of  their  Marina  oounterparta  nald 
their  probl^ma  resulted  from  an  act  they  committed  after 
Vv\ing  dt-mi'fl  f raqueat.  Since  moat  of  theae  requeata 
ere  to'i  -'ninga  other  than  a dlaoharge,  it  appears  that 
only  ab';ut  10%  of  attrltera  In  the  fleet  go  UA  or  vio- 
late aome  other  regulation  baoauae  they  are  denied  a 
dlaoharge. 


II“4 


Reoruit  Attrltera 
Regina  tifavy 


Regular  Duty  Attrltera 
Marine  Navy 

24%  14% 


14% 

15% 

71% 

100 

(100) 


18% 

21% 

61% 

lUO 

(120) 


7% 

68% 

99 

(201) 


11% 

75% 

100 

(244) 


Approximately  7%  of  Marine  and  Navy  attrltera  In  the 
fleet  Bald  their  superiors  encouraged  them  to  try  to 
obtain  a discharge  from  the  aervloe.  A slightly  smaller 
percentage  of  recruits , about  4%,  said  they  were  en- 
couraged by  a superior  to  seek  a discharge.  Thus, 
very  few  men  are  leaving  the  service  because  they  are 
encouraged  by  their  superiors  to  do  so. 


Approximately  one  out  of  three  attrlters  said  they 
received'  oounsei^q~  for  th^^^  prolalems . All  afcferlters 
were  asked  if,  when  their  problems  the  Marines/Navy 

first  occurred,  they  received  advice  or  counseling  from 
any  sergeants/petty  officers  or  officers.  There  is 
not  much  difference  in  responses  among  the  several 
groups.  The  results  are  presented  in  Table  4. 


Table  4 

Percent  of  Attrlters  Receiving  Counseling 


Recruits 


Marines 

“~T5T~ 


Regular  Duty  341  411 


Of  the  attrlters  who  received  counseling  or  advice, 
about  401  said  they  had  requested  it  themselves,  while 
the  other  60%  said  it  had  been  unsolicited.  These  men 
were  also  asked  how  they  regard  the  counseling  received) 
that  Is,  do  they  consider  It  friendly  and  sincere,  or  cold 
and  impersonal.  Overall,  about  two  out  of  three  men  said 
it  was  friendly.  During  the  interviews,  recruits  were 
slightly  more  likaly  than  men  In  the  fleet  to  say  they 
were  offered  counseling  and  that  it  was  friendly. 


The  reader  should  bo  aware  that  the  figures  just  noted 
are  percentages  of  percentages,  and  although  the  counsel- 
ing that  la  administered  Is  generally  favorably  re- 
ceived, the  giving  of  oounsel  and  advice  to  men  with 
adjustment  problems  Is  the  exception  rather  than  the 
rule.  For  Instance,  of  all  attrlters  combined,  the 
percentage  that  raoeived  what  they  considered  to  be  friendly 
counseling  Is  only  about  2S%.  The  percentage  that  received 
friendly  counseling  without  first  requesting  It  is  only  161. 


This  pessimistic  conclusion  concerning  the  utilisation 
of  counseling  must  be  viewed  with  some  caution  because 


II-5 


adjuftad  man  ware  not  aakad  apaoifloally  about  their 
axparlenoca  with  counseling  programs.  It  Is,  of  course, 
possible  that  many  potential  attrlters  are  rescued  because 
of  effective  counseling.  However,  remarks  and  responses 
offered  by  adjusted  men  do  not  Indicate  they  had  benefited 
to  any  large  extent  from  counseling. 

Among  attrlters  who  did  not  receive  counseling,  about  40% 
feel  It  would  have  been  helpful  to  them  If  they  had  received 
some.  Marines  interviewed  were  slightly  more  likely  to  feel 
this  way  than  sailors.  Table  5 Illustrates  these  attitudes. 


Table  5 

Expected  Value  of  Counseling 


Expected  Value 

Would  have  helped 

Would  not  have 
helped 

Do  not  know 

Total 

N 


Recruit  Attrlters 
Marines  Havv 


Regular  Duty  Attrlters 
Marines  Navy 


100 

(100) 


100 

(120) 


91 

100 

(201) 


99 

(244) 


intentiona  1 Itv  of  Mi. soonduo t 


in  an  effort  to  determine  how  much  attrition  Is  voluntary, 
attrlters  were  asked  if  they  hiid  realised  at  the  time 
they  committed  the  offense  that  they  could  be  discharged 
for  it.  Those  who  said  no  were  then  asked  If  they  would 
still  have  committed  the  offense  had  they  known.  The 
results  show  Important  dlfforenoes  between  recruits  and 
regular  dutv  men  on  this  lasue. 


Most  recruit  attrlters  said  their  attrition  did  not  result 
Trom  deliberate  misoohduoTr~but  roosi  req^ur  duty  attrlters 
said  they  deliberately  did  something  wrong,  5hly  about 
30%  of  recruit  attrlters  said  tfiey  knew  wjey  could  be  dis- 
charged for  doing  what  they  did.  General Jy,  recruits  are 
Initially  unaware  that  such  things  as  the  Inability  to 
)(eep  up  with  the  fast  pace  of  training,  refusing  to  comply 
with  commands  of  their  drill  instruotor/oompany  commanders, 
or  inability  to  meet  classroom  or  physical  training 
standards  could  lead  to  attrition. 
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Savanty-two  paroent  (72%)  of  regular  duty  attritara  aaid  | 

they  ware  aware  of  the  poaolble  ooneequencee  of  their  | 

aotlone.  Thle  ie  to  be  expaoted  ulnae  most  men  In  the  | 

fleet  want  AWOL  before  being  attrited.  Included  among  f 

the  29%  who  said  they  had  not  expected  to  be  discharged  I 

are  men  who  aaid  they  were  falsely  accused  of  theft,  using  | 

or  possessing  drugs,  etc.,  men  who  felt  justified  in  going  j 

AWOL  baoausa  of  personal  problems  or  perceived  mistreat- 
ment by  a superior,  and  men  who  committed  impulsive  acts 
such  as  punching  a supervisor  or  knifing  another  enlisted 
man. 


Among  men  in  the  fleet  who  had  not  considered  the  possi- 
bility of  being  attrited  before  they  acted,  nearly  half 
said  they  would  have  committed  the  offense  anyway,  even 
if  they  had  known  it  would  lead  to  their  attrition.  This 
means,  in  effect,  that  only  15%  of  attrlters  in  the  fleet 
unintentionally  put  themselves  into  a position  of  being 
attrited.  A smaller  percentage  of  reoruit  attriters  said 
they  would  commit  the  same  offense,  but  the  data  from  the 
responses  to  this  question  are  not  significant  in  view 
of  the  large  number  (70%)  of  this  group  who  had  unin- 
tentional offenses. 


0.  Embarrassment  About  Leas  Than  Honorable  Disoharua 


At  the  completion  of  each  interview,  attrlters  were  asked, 
"Your  discharge  from  the  Marines/Mavy  will  not  be  an 
Honorable  Discharge.  Will  you  bei  very,  somewhat,  or 
not  at  all  embarrassed  about  this?"  The  responses  in- 
dicate very  low  levels  of  embarrassment  exist. 


Almost  three-fourths  of  regular  duty  attriters  said  they 
are  hoi  embarrassed  abbu^  receiving  a discharge  which 
is  noFTIonoVable.  AImoi'€"bhe-haif  of  iKe  recruits  feel 
P^ls  way,  (dee  table  ^.}  bhly"a  'few  ' regular  duty  a^- ' 
triters  said  they  are  very  embarrassed. 


I 

[ 

i 

I 
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Table  6 

Embarraeamant  Concerning  .Dlaoharge 


Degree 

of 

Embarr as ament 

very  embarraa- 
aed 

Somewhat 

embarraaaed 

Not  at  all 
embarraaaed 

Total 

N 


Marine  Attritera 


Recrulta  18  months  or  more 


Navy  Attritera 

Leas  than  Ifl  mon^ 
Reoruita  18  months  or  more 


aflj 


14% 

4% 

15% 

45% 

11% 

15% 

29% 

13% 

19% 

19% 

16% 

15% 

57% 

83% 

67% 

36% 

72% 

■ 70% 

100 

(100) 

100 

(23) 

101 

(172) 

100 

(120) 

99 

(79) 

100 

(164) 

Although  the  number  feeling  no  embarraaament  is  surprisingly 
large,  the  reaponaea  are  oonalstent  with  statements  and 
opinions  provided  elsewhere  in  the  questionnaire.  Most 
men  in  the  fleet  feel  no  remorse  or  embarrassment i rather, 
they  feel  justified  in  attriting  for  any  one,  or  several, 
of  three  major  peroeptionst 

• There  are  higher  priorities,  such  as  family  welfare 
or  own  mental  health,  to  oonsider. 

e The  military  did  not  keep  its  pert  of  the  contract 
by  providing  promised  training  or  job  assignment. 

e Since  military  laws  are  unjust  becauae  they  do  not 
function  to  correct  mistreatment  from  supervisors, 
there  is  no  moral  responsibility  to  obey  these  laws. 

I 

I 

These  reasons  may  bo  based  on  fact,  they  may  bo  ration- 
alisations disguising  other  reasons,  or  they  may  be 
merely  based  on  misperceptions  or  misunderstandings. 

However,  regardless  of  their  psyoholo'^ioal  origin  these 
reanons  are  widely  held  among  attritera  in  the  fleet 
and  help  to  explain  why  there  is  little  embarrassment  or  re- 
morse concerning  receiving  a less  than  honorable  discharge. 


Recruits  have  higher  rates  of  embarrassment  than  do  regular 
duty  personnel  because  their  problems  more  often  result  from 
their  inability  to  cope.  This  is  also  the  reason  for  the  dif- 
ferences between  Navy  and  Marina  recruit  attritera.  As  shown 
later ^ Marine  reoruita  more  often  resent  the  dehumanising 
nature  of  training,  while  Navy  recruits  are  more  often  frus- 
trated with  their  inability  to  keep  pace  and  handle  classroom 
pressures . 
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Table  6 alao  ahowa  that  men  in  the  fleet  with  leaa  than 
18  montha  time  in  aervice  ahow  the  leaat  embarraaament . 
Although  thia  appeara  to  be  due  primarily  to  their 
low  statue  on  the  totem  pole  and  conaequent  feelings  of 
relative  deprivation,  it  may  alao  reflect  a difference 
In  attitude  of  men  who  enlisted  after  the  draft  waa 
eliminated.  There  is  some  evidence  from  analysis  of  nar- 
rative responses  that  these  more  recent  enlistees  view 
their  enlistment  as  a contractual  arrangement  wherein  both 
parties  must  meet  their  obligations.  Some  attriters  admit 
responsibility  for  first  breaking  the  contract,  but  most 
feel  that  the  military  did  not  keep  its  part  of  the  con- 
tract. One  sailor  who  had  been  in  less  than  a year  ex- 
pressed his  position  as  follows i 


"When  I enlisted  the  recruiter  guaranteed  me  a 
Basic  and  Advanoed  Electronics  school.  When  I went 
to  classification  in  boot  camp  I found  out  I had 
no  school.  They  would  not  believe  my  buddy  or 
my  parents  that  I had  been  guaranteed  school.  I 
was  on  the  weightlifting  team  before  I came  in  and 
the  Navy  was  supposed  to  sponsor  me,  aooordlng  to  my 
recruiter,  l turned  down  a college  scholarship  to  go 
into  the  Navy  and  then  I get  the  run  around.  I 
decided  that  I had  it." 


E*  Summary  and  implications 


This  section  focuses  on  the  principal  findings  to 
emerge  in  this  chapter.  It  also  includes  implications 
for  policy  directives  aimed  at  intervention  in  the  at- 
trition process.  The  findings  concerning  dissatisfaction 
are ; 


e Dissatisfaction  peaks  somewhere  between  the  end  of 
recruit  training  and  18  months  of  service. 

e In  the  fleet,  marines  are  more  dissatisfied  than 
sailors.  The  reverse  is  true  among  recruits. 

e Dissatisfaction  among  adjusted  men  is  almost  as 
high  as  dissatisfaction  among  attriters. 


Later  chapters  show  how  and  why  recruits  differ  from 
men  in  the  fleet  in  dissatisfaction.  The  most  important 
point  to  bo  noted  here  is  the  large  amount  of  dissatis- 
faction among  the  average  (l.e.,  adjusted)  men  in  the 
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fleet.  This  finding  euggeste  that  attiicere  are  not  merely 
men  who  have  had  more  dleeatlafying  experiences  in  the 
service.  Rather i they  are  differentiated  from  adjusted 
men  primarily  in  how  they  react  to  their  dissatisfaction. 


ThuSf  in  addition  to  identifying  organizational  features 
that  cause  more  problems  for  attritars  than  for  adjusted 
men«  this  report  also  foouses  on  how  attriters  differ  from 
adjusted  men  in  handling  their  problems,  as  later  chap- 
ters demonstrate « attriters  can  be  distinguished  from 
adjusted  men  on  the  basis  of  some  organizational  expe- 
riences. The  point  here»  however » is  that  attriters* 
reactions  to  unsatisfactory  experienoes  may  be  as  im- 
portant as  the  actual  experiences. 


The  principal  findings  concerning  the  attrition  process 


e Most  attriters  in  tho  fleet  intentionally  contribute 
to  their  attrition  by  going  UA. 

e The  attrition  of  recruits  more  often  results  from 
their  inability  to  adjust  to  unexpected  demands. 

e Only  about  10%  of  regular  duty  sttritern  go  UA 
with  the  intention  of  being  uttrited  after  first 
seeking  to  be  discharged  via  appropriate  procedures. 

e Men  with  problems  do  not  usually  receive  counseling. 
Howover,  about  40%  of  attriters  who  did  not  receive 
counseling  think  it  would  have  helped  them  (Tables  4 and  5). 

e Most  attriters  feel  justified  in  prematurely  ter- 
minating their  service  duty. 


The  obvious  implication  of  these  results  is  that  there  is 
a need  for  some  mechanism  whereby  a dissatisfied  man  can 
obtain  counseling.  This  counseling  should  be  geared  pri- 
marily toward  assisting  the  man  with  his  problems  and 
only  secondarily  toward  trying  to  convince  him  of  his 
contractual  obligations.  It  should  attempt  to  prevent 
the  disgruntled  serviceman  from  going  AWOLi  for  once 
he  does  this  he  has.  in  a sense,  made  a psychological 
commitment  to  be  attrited.  This  prevention  would  best 
( j be  accomplished  by  demonstrating  to  the  men  that  there  is 

a responsible  person  or  unit  available  which  will  investi- 
[t  , I gate  his  complaints.  Even  though  in  many  casea  this 

f I i 
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} 

ooun»jaling  agent  may  hot  be  able  to  direct  any  changes  > 
the  mere  demonstration  of  willingness  to  assist  may  be 
enough  to  dissuade  potential  attriters  from  leaving  the 
servico. 


An  analysis  of  the  narrative  given  by  attriters  in  re- 
lating their  perception  of  the  causes  for  their  attrition 
indicates  that  many  men  had  high  rates  of  dissatisfaction 
prior  to  attriting.  Furthermore,  these  results  indicate 
that  certain  r>tated  causes  of  attiition,  such  as  conflicts 
with  supervisors,  act  as  "straws  that  broke  the  back." 
Theco  man  appear  to  have  been  highly  susceptible  to  attri- 
tion and  it  did  not  take  a great  deal  to  push  them  over 
the  edge. 
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PRE-SERVICE  FACTORS  INFLUENCING  ATTRITION 


A . Demographic  Characteristics 


This  section  examines  the  relationship  between  demographic 
characteristics  and  level  of  adjustment.  The  data  are 
presented  in  two  parts. 


First,  the  effect  of  those  demographic  characteristics 
which  are  usually  Included  in  the  enlisted  men's  record 
files  are  examined.  These  include  such  things  as  race, 
age,  marital  status  and  level  of  education.  This  presen- 
tation is  intentionally  limited  in  scope.  It  would 
be  impractical  and  unreliable  to  attempt  to  describe 
"who"  is  attriting  on  the  basis  of  a limited  sample, 
only  part  of  which  was  obtained  through  random  probability 
selection.  Such  a description  would  be  more  reliable 
if  it  were  developed  from  an  EDP  analysis  of  Marine  and 
Navy  personnel  records. 

The  second  part  of  the  demographic  analysis  examines  those 
characteristics  not  ordinarily  included  in  the  enlisted 
men's  record  files.  Included  here  are  such  features  as 
engagement  status,  socioeconomic  status,  and  pre-service 
arrest  record. 


Demographics  included  in  personnel  records 


Three  demographic  oharacteristics  that  have  been  consistently 
related  to  attrition  are  age,  race,  and  educational  attain- 
ment. Men  who  are  younger,  non-white,  and/or  not  high 
school  graduates  have  higher  rates  of  attrition  than  their 
counterparts.  The  present  research  has  also  found  higher 
attrition  rates  in  these  groups,  but  there  are  several 
aspects  of  these  findings  that  deserve  comment. 


The  difference  in  age  at  enlistment  between  attriters  and 
adjusted"  Is  mlnimiTlI  Within  any  one  segment  of  the  sample 
there  was  no  more  than  eight-tenths  of  a year  difference. 
Among  men  in  the  fleet,  the  attriters  enlisted  at  a younger 
age  than  the  adjusted  men.  However,  among  recruits  the 
opposite  Is  true;  attriters,  on  the  average,  were  older 
than  adjusted  recruits  at  the  time  of  enlistment.  This 
indicates  that  younger  men  have  more  adjustment  problems 
in  the  fleet  than  in  training. 
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Blacka  in  the  sample  have  higher  rates  of  attrition  than 
whltaai  hoyever,  much  of  iihiii  racial  dlfffaranca  la  dua'  ^o 
factor  a ofehar  than  raoa  per  I'e.  For  example,  blacka 
generally  hava  leaa  preparation  and  are  leaa  likely  to 
attend  a training  school.  Both  of  these  factors  In  them- 
selves affect  satisfaction  and  likelihood  of  attriting. 

In  the  regression  the  independent  effect  of  race  is  very 
small  (see  Appendix  A) . 


Overall,  15%  of  adjusted  men  in  the  sample  were  black,  com- 
pared to  21%  of  the  attriters.  A complete  discussion  of 
differences  between  blacks  and  whites  will  be  presented 
in  Chapter  VXl. 


Level  of  educational  attainment  is  one  of  the  most  important 
factor a irT^uencTii  attrition . Men"  Having”  less  tlian  a 
hTgli'  sobool  education  liave  a much  greater  probability  of 
attriting  than  men  who  graduated  from  high  school.  This 
is  true  for  every  group.  Among  marines  in  the  fleet,  it 
is  the  single  most  important  factor  (see  Appendix  A). 


Educational  attainment  is  Important  for  several  reasons. 
First,  it  is  highly  correlated  with  other  pre-enlistment 
factors  such  as  forethought  and  participation  in  the 
delayed  enlistment  program.  Secondly,  it  affects  the 
man's  opportunity  to  go  to  a training  school.  Thirdly, 
and  perhaps  most  importantly,  failure  to  complete  high  school 
may  be  indicative  of  a personality  that  has  difficulty  ad- 
justing to  organizational  rules  and  communicating  personal 
problems  and  needs. 


The  effects  of  low  educational  attainment  are  felt  most 
heavily  among  marines  in  the  fleet  and  recruits  in  the  Navy. 
As  will  be  shown  later,  the  former  group  is  dissatisfied 
because  they  feel  their  skills  are  not  being  utilized, 
while  the  latter  group  is  dissatisfied  because  they  ^-n'o't 
have  the  skills  necessary  to  meet  the  academic  Requirements. 
Contrary  to  what  was  expected,  blacks  in  the"'saunple  were 
slightly  more  likely  than  whites  to  have  a high  school 
diploma.  The  figures  for  these  resdlts  are  presented 
in  Tables  8A  and  RB. 


Two  other  demograpblc  characteristics  having  some  relation- 
ship "to*  attrition  are  €he  size  of  the  "serviceman ^ s home  town 
and  his  marital  statue. ' Generally  speaking,  men  from  less 
populated  towns'  are  less  likely  to  attrite.  overall,  43%  of 
the  adjusted  men  interviewed  come  from  small  towns,  but  only 
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Table  8A 

Education  by  Attrition  Status  and  Sarvl ce 


Education 


Marines 

Recruits  Regular  Dut^ 


Navy 

Recruits  Regular  Dut^ 


a3^7  Kt't'i 


School 

26 

34 

32 

66 

7 

44 

18 

46 

Completed  High 
School 

66 

55 

57 

30 

75 

51 

59 

47 

Some  College 

8 

10 

11 

4 

18 

5 

23 

7 

Total 

100 

99 

100 

100 

100 

100 

100 

100 

N 

(50) 

(100) 

(100) 

(100) 

(100) 

(100) 

(100)  (100) 

Table  8B 

Percent  of  High  School  Graduates  by  Race* 


White 


Adjusted 
80%  (203) 


Attriters 
50%  (247) 


Black 


85%  (34) 


58%  (69) 


Numbers  in  parentheses  are  the  number  of  respondents 
included  in  that  category.  In  this  table,  other 
minorities  such  as  Spanish  speaking  and  Filipinos 
are  not  included. 
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35%  of  the  attrlters  do.  This  relationship  holds  regardless 
of  the  respondent's  race  or  education. 

Marital  statue  is  related  to  attrition  only  for  Navy  regular 
duty  men.  .\mong  sailors  in  the  fleet,  14%  of  the  adjusted 
are  married,  compared  to  32%  of  the  attr iters.  Among 
recruits  and  marines  in  the  fleet,  the  differences  are  in- 
significant. These  findings  are  shown  in  Table  9. 


Table  9 

Percent  Married 

Recruit  Regular  Duty 
Marine  Navy  ‘ Marine  Navy 

% % % % 


Adjusted 

t 

Attriters 


Demographics  not  included  in  personal  records . 


Pre-service  employment  experience  does  not  appear  to  be  re- 
lated to  attrition.  Servicemen  not  employed  in  a full-time 
posi'Uon  prior  i:o  enlisting  are  not  more  likely  than  employed 
men  to  become  attriters.  About  60%  of  attriters  and  64%  of 
adjusted  men  were  unemployed  before  coming  into  the  service 
(most,  of  course,  are  recent  high  school  graduates).  Prom 
the  known  composition  of  'the  sample,  further  examination  reveals 
that  of  the  approximately  610  servicemen  not  working  full 
time  prior  to  enlistment,  400  or  65.3%  became  attriters;  whereas 
of  the  approximately  385  who  were  working  full  time,  267  or  69.9% 
became  attriters.  These  facts  along  with  the  reasons  given  for 
enlisting  (e.g.,  see  Table  17)  tend  to  refute  any  suggestions 
that  attriters  are  more  likely  than  adjusted  men  to  enlist 
solely  to  seek  relief  from  unemploym^mt . 

Family  background  does  have  some  relationship  to  attrition. 
Attriters  more  often  come  from!  homes  where  the  parents  are 
no  longer  living  together.  In  most  oases  this  is  a result 
of  divorce,  but  it  also  results  from  the  death  of  one  or 
both  parents  in  about  one-third  of  the  families.  Marines 
more  often  than  sailors  come  from  incomplete  families. 
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Marlnea 

Adjuatad  Attrltera 


Navy 

Adjuated  Attrltera 


% 

% 

% 

% 

Parents  alive 
and  together 

65 

48 

76 

55 

One  or  both 
parents  dead 

9 

20 

10 

20 

Parents  divorced 
or  separated 

26 

n 

12 

25 

Total 

100 

99 

98 

100 

(Data  combined 

for  recruits 

and 

regular  duty) 

Compared  to  adjuatad  man,  the  attrltar'a  family  la  more 
often  of  a lower  aooloaconomlc  atatua.  Pathara  and  mothara 
of  attrltera  are  laaa  likely  to  have  completed  high  aohool. 
The  attrlter'a  father,  when  preaeut,  la  alao  more  likely  to 
be  In  a lower  atatua  occupation. 


Academic  performance  appeara  to  be  related  to  attrition, 
laaed  bn  ihe  belief  that  high' aohool  oompleiion  may  noi, 

In  Itaelf,  be  an  adequate  indicator  of  performance,  It 
waa  decided  to  obtain  other  meaaurea  of  academic  perfor- 
mance. One  meaaure  waa  to  aak  reapondenta  what  their 
grade  average  had  been  In  aohool,  and  the  other  waa  the 
Interviewer 'a  judgment  of  whether  or  not  the  reapondent  had 
reading  difficulty.  (During  the  oourae  of  the  Interview, 
reapondenta  were  aaked  to  read  Itema  to  the  Interviewer  from 
llata  provided.) 


aeara  to  be  related  to  attrition. 


Both  meaaurea  Indicate  that  attrltera  have  a worae  academic 
performance  than  adjuated  men.  in  the  oourae  of  Intervlewa, 
attrltera  more  often  than  adjuated  men  aald  their  grade 
average  had  been  a C,  D or  F.  Thla  la  eapeclally  true  of 
Navy  recruit  attrltera.  On  the  baala  of  the  Intervlewera ' 
judgmenta,  attrltera  more  often  than  adjuated  men  have 
reading  dlffloultlea.  (No  meaaurementa  of  the  reliability  of 
theae  Interviewer ' a reading  ability  judgmenta  were  made.)  Again, 
thla  la  eapeclally  true  of  Navy  recruits.  The  results  are  pre- 
sented In  Table  11. 


Th«t«  d«t«  Indiaat*  that,  although  the  Marlnaa  have  a hlghar 
paroant  of  non-hlgh  aohool  graduataa  than  tha  Navy,  tha 
Navy  may  actually  ba  attracting  (or  raorultlng)  man  who  ara 
mora  dafloiant  in  aoadamlc  akilla. 


Tabla  11 

Aoadamio  Parformanca  of  Raapondanta 


Raoruita 


Regular  Dut\ 


Marlnaa 
Adj « Attr. 


Navx 

Adj«  Attr. 


Marlnaa 
Adj . Attr. 


Adj . Attr. 


Paroant  with  C, 

% 

% 

% 

% 

% 

% 

% % 

D or  F average 

SO 

63 

32 

77 

44 

52 

45  54 

Paroant  having 

difficulty 

reading 

4 

13 

30 

2 

8 

3 2 

N 

(50) 

(100) 

(60) 

(120) 

(100)  (201) 

(120) (244) 

Pra-anllatmant 

arraata 

ara 

more 

common 

among 

attritara 

than  adluated  man,  overall,  about  8%  mora  attritara  In 
the  atudy  said  they  had  been  arraatad  prior  to  anllatlng 
In  tha  aarvlca.  Tha  Navy  and  Marina  Corpa  have  almoet 
tha  aama  proportion  of  man  with  pra-anliatmant  arraata. 
Among  thoaa  pravloualy  arraatad,  attritara  ara  alao  mora 
likely  than  adjuatad,  78%  va.  72%,  to  aay  a waiver  waa  ra* 
qulrad  for  them  to  enter  tha  aarvloa.  Thua,  man  having 
arraat  racorda  ara  a hlghar  rlak  to  attrlta,  but  thla 
raotor  alone  doaa  not  account  for  a large  amount  of  the 
dlfferancaa  between  attritara  and  adjuatad  man. 


Tabla  12 

Paroant  Having  Pra-5arvloa  Arraata 

Marlnaa Navy 

Adjuatad  Attritara  Adjuatad  Attritara 

% % % % 


(Datu  combined  for  raoruita  and  regular  duty) 
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B.  Enllgtment  Preparation 


The  amount  of  preparation  for  military  service  was  measured 
in  several  ways.  Respondents  were  asked  how  much  forethought 
they  gave  to  their  enlistment,  how  much  information  they 
received  from  recruiters,  and  how  much  they  discussed  their 
decision  with  parents  and  others. 


The  results  clearly  demonstrate  that  preparation  for  mili- 
tary service  is  related  to  attrition  and  that  many  at- 
triters  are  inadequately  prepared  for  military  service  at 
the  time  of  enlistment. 


Attriters  frequently  •nli«t  impulsively.  When  asked  how 
long  prior  to  the'lr  ehlls^roont  dais  ^hey  first  oonsldered 
enlisting,  over  50%  of  all  attriters  interviewed,  but  only 
about  23%  of  adjusted  men  said  it  had  been  one  month  or 
less.  Even  though  moat  of  the  men  giving  little  forethought 
to  their  enlistment  are  non-high  school  graduates,  the  ef- 
fect of  inadequate  preparation  on  attrition  is  still  felt 
when  education  is  controlled  in  the  analysis.  That  is,  it 
was  found  that  even  among  men  who  are  high  school  graduates, 
those  who  enlist  impulsively  are  far  more  likely  to  attrite. 
The  effect  of  enlisting  Impulsively  is  felt  in  the  fleet  as 
well  as  in  recruit  training.  Table  13  below  summarizes  the 
results  for  recruits  and  regular  duty  men. 


Table  13 

Percent  Giving  One  Month  or  Less 
^offchougnt  to  fenYi'sting 


Marines Navy 


Recruits 

r 

Regular  Duty 

Recruits 
— T” 

Regular  Duty 

Adjusted 

22 

35 

13 

21 

Attriters 

52 

55 

49 

50 

Differences  30 

20 

36 

29 
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Partiolpaniti  In  th»  D«lavd  Enllttm>nt  Plan  h»v  aianifl" 
oantiy  lower  rataa  of  atcritlbn  ^han  non-partloipanfca. 
Although  most  man  involvad  Tn  thia  pro9ram  also  fava suf- 
ficient forethought  to  enllatingr  thlu  program  alone 
generally  aerves  to  reduce  attrition.  For  some  unexplained 
reason,  this  aspect  of  pre-service  preparation  loses  its 
effectiveness  for  sailors  once  they  go  into  the  fleet. 

Even  though  tho  program  Is  more  popular  among  high  school 
students,  its  effect  is  felt  even  among  school  dropouts. 
Table  14  below  shows  the  etfect  for  each  educational  group. 


Table  14 


Percent  involved  in  Delayed  Enlistment  Plan 

Recruits  


Education 
Less  than 


Marine a 


Navy 


Adjusted  Attriters  Adjusted  Attriters 


high  school 

461 

(6) 

29% 

(10) 

75% 

(3) 

27% 

(14) 

High  school 
graduates 

94% 

(34) 

61% 

(40) 

82% 

(46) 

36% 

(24) 

Regular  Duty 

Education 

Marines 

Adjusted  Attrited 

Navy 

Adjusted  Attrited 

Less  than 
high  school 

44% 

(14) 

34% 

(45) 

19% 

(4) 

18% 

(20) 

High  school 
graduates 

69% 

(46) 

36% 

(25) 

34%(34) 

35% 

(24) 

Attriters  are  no  more  influenced  by  family,  friends  or 
relatives  than  are  adjusted  men.  Reapondents  were  asked 
With  whom  hhey  talked  about  enlisting,  and  what  kinds  of 
reaction  they  received  from  these  people.  Surprisingly, 
there  is  no  indication  that  attriters  confide  lese  in 
their  parents  than  do  adjusted  men>  nor  is  there  any 
evidence  that  attriters*  parents  are  less  agreeable  than 
parents  of  adjusted  men  to  their  sons'  decision  to  enlist. 
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On«  apparent  exception  to  the  absence  of  Interpersonal 
influences  on  attrition  is  the  effect  of  enlisting  on 
the  Buddy  Plan.  It  was  found  that  recruit  attriters  are 
less  likely  than  recruit  adjusted  to  have  enlisted  on  the 
Buddy  Plan.  This  effect  is  Independent  of  the  forethought 
given  to  enlisting.  Apparently,  having  a friend  in  the 
same  recruit  training  unit  serves  as  a support  to  remain 
in  the  service.  This  conclusion  is  supported  by  the  fact 
that  the  effects  of  Buddy  Plan  enlistment  are  not  present 
for  men  after  they  have  been  separated  from  their  enlist- 
ment partner  in  the  fleet.  The  results  are  presented 
below. 


Table  IS 

Percent  Enlisting  on  the  Buddy  Plan 

Recruit  Regular  Duty 


Marine 

Navy 

Marine 

Navy 

■MMeaah* 

1 

1 

1 

1 

Adjusted 

39 

27 

27 

14 

Attriters 

25 

U 

30 

15 

Differences 

14 

11 

-3 

-1 

At  the  time  of  enlistment/  recruit  attriters  were  less 
confident  than  adjusted  men  of  "com^^^  their  service 


obligation..  Over  one-third  (38%)  of  attriter  respondents 
laid  th4y  had  some  doubts  at  the  time  of  their  enlistment 
that  they  would  actually  complete  their  enlistment  obliga- 
tion. Only  about  lOt  of  the  adjusted  men  felt  this  way. 
There  are  no  differences  between  Marine  and  Navy  respon- 
dents on  this  issue. 


Attriters  were  asked  if,  at  the  time  they  enlisted,  they 
had  known  anyone  who  terminated  their  military  service 
prior  to  completion  of  their  obligated  term  of  service. 
Twenty-three  (23%)  of  Marine  and  281  of  Navy  recruit 
attriters  answered  affirmatively.  Hence,  nearly  one  out 
of  four  attriters  realized  at  the  time  of  service  entry 
that  attrition  is  a realistic  alternative  to  completing 
their  obligation. 
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More  attritert  than  adi gated  men  feel  they  recalvad  incomplete 
Information  from  recruiie^  Approximately  ?S%  of  recruit  ad- 
juated  men/  compared  ^o  oniy  28%  of  recruit  attritere,  said 
the  racruitera'  deecription  of  recruit  training  wae  generally 
complete. 

The  reasons  for  these  differences  were  not  fully  explored 
in  the  interviews.  It  could  be,  of  course,  that  the  attri- 
tere  do  not  take  the  time  during  their  impulsive  enlist* 
ment  prooesa  to  make  inquiries  of  the  recruiter.  On  the 
other  hand,  it  could  be  that  the  recruiter  volunteers  only 
information  that  appears  attractive  to  the  enlistee.  About 
20%  of  all  recruits  interviewed  (attritera  and  adjusted) 
said  what  they  were  told  was  "a  lie." 


It  is  interesting  to  note  what  recruits  remember  being 
told  by  recruiters,  beoauae  the  organizational  factors 
cited  most  often  as  causes  of  attrition  (see  Table  1^) 
are  among  the  factors  about  which  recruits  said  they  were 
told  the  least.  These  include  the  daily  training  schedule 
and  harassment  they  might  receive  from  superiors.  Table  16 
lists  the  percentage  of  recruit  attritera  and  adjusted  men 
interviewed  who  said  they  were  told  about  each  item  by  their 
recruiter.  These  items  were  preceded;  that  is,  the  items 
ware  provided  on  a list  and  the  respondent  merely  indicated 
yes  or  no  they  were,  or  were  not  told  — • for  each  item. 


When  asked  what  other  factors  they  were  not  informed  about, 
many  recruits  mentioned  the  fast  pace  of  training  and, 
among  Mavy  recruits,  the  amount  of  classroom  work  Involved 
in  training. 

When  respondents  were  asked  if  they  contacted  the  recruiter 
first  or  if  the  recruiter  contacted  them  first,  attriters 
were  as  likely  as  adjusted  men  to  say  they  themselves  made 
the  first  oontaot.  Attriters  in  the  study  were  also  as 
likely  as  adjusted  men  to  say  they  talked  to  more  than  one 
recruiter  before  enlisting.  Hence,  there  is  no  evidence 
indicating  that  recruiting  procedures  result  in  contacting 
more  "attrition-prone"  than  adjusted  men.  On  the  other 
hand,  there  is  evidence  indicating  that  attriters  are  less 
informed,  and  possibly  more  often  misinformed,  than  ad- 
justed men. 
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Many  attritera  feel  that  recruiters  are  responsible,  at 
least  In  part,  for  the  problems  they  are  now  having.  During 
the  Interviews  some  suggested  that  If  they  had  been  fully 
informed,  they  may  not  have  enlisted,  k few  quotes  from  the 
Interviews  illustrate  how  the  study  respondents  reacted. 


"I  was  not  told  that  I would  not  be  able  to  use 
the  bathroom  the  times  I needed.  Reorulter  didn't 
toll  me  about  the  mental  strain  and  harassment.  I 
was  being  treated  as  a child  Instead  of  as  a man  or 
even  a human  being.  1 was  also  supposed  to  get  an 
education  in  boot  camp  during  training."  (Marine  Re- 
cruit) 


"He  did  not  tell  completely  about  Physioal  Train- 
ing and  made  it  lock  light.  Had  I been  told  how 
boot  camp  really  was,  1 might  have  thought  twice  ' 
before  signing  up.  The  recruiter  never  told  me  that 
if  I have  trouble  reading,  I would  be  put  back  and 
have  to  stay  here  longer."  (Mavy  Recruit) 


"The  recruiter  never  told  me  that  we  might  not  get 
the  schooling  he  had  promised.  He  didn't  warn  us 
about  the  constant  harassment,  the  beatings'  up. 

Ha  also  didn't  mention  that  we  had  to  sign  a paper 
at  the  end  of  recruit  training,  stating  that  we 
had  not  been  mistreated."  (Marine  Regular  Duty) 


Table  16 

Percent  Told  about  Each  Factor  by  Recruiter 


Marine  Reorulta 


Navy  Recrulta 


Factora 

The  prooedures  for 
making  a complaint 


Ad:iueted  Attrltera  Adjusted  Attrltere 


■npervieore 

16 

14 

18 

4 

The  daily  echedule 
followed  in  recruit 
training 

24 

14 

32 

8 

The  types  of  behavior 
that  could  lead  to 
discharge 

48 

22 

25 

9 

The  harassment  you  might 
get  from  supervlsora 

58 

31 

38 

15 

The  type  of  discharge 
reoeived  if  someone  is 
dismissed  for  bad 
behavior 

52 

29 

25 

19 

The  amount  of  physical 
exercise  and  conditioning 
in  training 

70 

47 

58 

27 

The  procedures  for 
applying  to  a school 

40 

36 

70 

44 

How  much  pay  you  receive 
on  reaching  grade  E-3 

68 

46 

75 

45 

The  purpose  of  the  battery 
of  classification  tests 
that  you  took  at  the  start 
of  training  82 

54 

87 

51 

The  type  of  duty  assign- 
ments available  after 
recruit  training 

80 

67 

70 

59 

The  number  of  weeks  of 
recruit  training 

94 

84 

90 

87 

N 

(50) 

(100) 

(60) 

(100) 

Multiple  re « 
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C.  ReasoriB  for  Enlisting 


Attritera  and  adjustod  men  express  aimilar  reaaona  for  an- 
llB^i'ing  in  the  service.  Botn  groups  Intervllewed  aaid  their 
pridririeB  when  they  anlisted  were  to  learn  a skill  and  to 
be  independent.  Sailors  also  expressed  a desire  to  travel, 
and  Marines  wanted  to  prove  they  were  good  enough.  The 
reasons  are  consistent  with  current  recruiting  advertising 
appeals. 


Although  attriters  and  adjusted  men  each  rank  "learning  a 
skill"  as  the  number  one  reason  for  enlisting,  attriters, 
especially  in  the  Navy,  are  less  likely  to  sign-up  for  a 
school.  This  is  an  apparent  indication  that  the  attriter 
has  an  inaccurate  perception  of  the  planning  and  prepara- 
tion necessary  for  obtaining  desired  occupational  training 
in  the  service. 


Listed  in  Table  17  are  average  importance  ratings  given  to 
a list  of  pracoded  reasons.  The  information  is  presented 
for  recruits  only.  The  higher  the  score,  the  less  impor- 
tant the  reason  was  in  Influencing  enlistment.  The  table 
illustrates  that,  aluhough  adjusted  men  give  higher  impor- 
tance ratings  than  attriters  to  almost  everything,  the  two 
groups  give  about  the  same  ranking  to  each  factor. 


D.  Summary  and  Implications 


In  summary,  certain  aspects  of  pre-service  preparation  are 
clearly  related  to  attrition.  Men  v;ho  enlist  impulsively, 
without  sufficient  information  about  what  is  available  and 
what  to  expect,  and  who  are  not  sufficiently  confident 
about  completing  their  enlistment  obligation  run  a high  risk 
of  becoming  attriters.  The  risk  is  highest  at  the  recruit 
stage,  but  effects  of  inadequate  preparation  are  still  felt 
among  men  in  the  fleet. 
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Table  17 

Average  Importance  Ratlnga  of  Reasons  for  Enlisting* 

Marine  Recruits  Navy  Recruits 

ReaBons  Adjueted  At tr iters  Adjusted  Attr iters 

The  opportunity  to  learn 
a skill  or  trade  In  the 


Marines/Navy 

1.3 

1.6 

1.2 

1.5 

The  desire  to  be 
independent 

1.8 

1.9 

1.7 

1.9 

The  desire  to  prove  you 
were  good  enough  to  be 
a Marine/Sailor 

1.5 

1.8 

2.1 

2.1 

The  opportunity  to  serve 
and  defend  your  country 

1.5 

2.0 

1.6 

1.7 

The  opportunity  to  travel 

2.0 

2.2 

1.6 

1.8 

Wanting  to  develop  into 
more  of  a man 

1.8 

1.9 

1.9 

1.9 

Wanting  to  spend  some 
time  in  the  service  until 
you  decided  what  you 
wanted  to  do  in  life 

2.1 

2.1 

2.4 

2.1 

Things  the  recruiter 
told  you 

2.3 

2.3 

2.7 

2.5 

Not  having  a good  job  at 
the  time 

2.7 

2.4 

2.3 

2.0 

Wanting  to  be  eligible 
for  the  G.I.  Bill 

2.5 

2.6 

2.3 

2.5 

Encouragement  from  your 
family  or  friends 

2.8 

2.6 

2.5 

2.3 

N 

(50) 

(100) 

(60) 

(120) 

^Scores  on  importance  ratings 

1 » Very  important 

2 - Somewhat  important 

3 *>  Not  very  important 

4 » Not  important  at  all 
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IV.  ORGANIZATIONAL  FACTORS  INFLUENCING  ATTRITION 


ORGANIZATIONAL  FACTORS  INFLUENCING  ATTRITION 


Overview 


Findings  reported  in  Chapter  III  show  that  inadequate 
preparation  for  military  service  is  highly  correlated 
with  attrition.  The  present  chapter  focuses  on  the 
effects  of  factors  indigenous  to  the  military  itself. 
These  organizational  factors  are  examined  for  their 
independent  influence  on  attrition,  as  well  as  their 
influence  in  combination  with  pre-military  factors. 


The  order  of  presentation  in  this  chapter  reflects  the 
importance  of  each  factor  in  causing  dissatisfaction  and 
attrition.  Here  the  measure  of  importanoe  is  based 
largely  on  the  respondents'  perceptions.  According  to 
respondents,  the  largest  problem  lies  in  the  area  of 
discipline  and  regimentation.  Some  men  feel  there  are  too 
many  picayunish  rules,  while  others  feel  they  are 
victimized  by  unbridled  abuses  of  power.  Somewhat  less 
important  are  the  training  programs  and  oonsecuent  duty 
assignments.  Pay,  rank,  medical  care,  interpersonal  relation* 
ships,  and  administrative  problems  are  only  infrequently 
perceived  as  causes  of  attrition. 


Summarv  Tables 


Following  are  six  tables  that  summarize  the  respondents' 
view  of  causes  of  dissatisfaction  and  attrition.  Since 
the  chapter  is  organized  by  factors,  presenting  these 
tables  together  here  serves  two  purposes.  It  avoids  the 
necessity  of  reproducing  them  in  part  or  in  full  each 
time  a factor  is  discussed.  It  also  provides  an  over- 
view, or  gestalt,  of  the  relative  importanoe  of  each 
factor  in  the  attrition  process.  The  regression  analysis 
in  Appendix  A also  includes  several  organizational 
variables . 


Tables  18  and  19  compare  attriters  and  adjusted  men 
on  their  perception  of  causes  of  dissatisfaction.  The 
first  table  summari^ies  the  selections  of  recruits  and 
regular  duty  men  fr<  n a list  of  factors  that  are  common 
to  both  groups.  The  second  table  summarizes  seleotions 
made  by  men  in  the  fleet  from  a more  extensive  list. 
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Tables  20,  21  and  22  summarize  the  views  of  attrlters. 
Table  20  presents  some  of  the  factors  and  conditions 
that  attrlters  feel  contributed  to  their  problem. 

These  are  more  remote  causes  of  their  attrition.  Table 
21  lists  factors  that  attrlters  consider  more  Immediate 
causes  of  their  attrition. 


Not  included  in  Table  21  are  the  actions  for  which 
attrlters  interviewed  were  being  punished  or  discharged. 
Instead f the  situations,  incidents,  or  factors  that, 
in  the  eyes  of  the  attriter,  are  reasons  why  ha  misbehaved 
are  listed.  In  the  vast  majority  of  cases,  unauthorized 
absence  was  the  last  punishable  offense  committed  by  the 
respondent. 


An  example  from  one  of  the  interviews  will  show  how  this 
coding  was  arranged: 


iMarine  Recular  Duty  Attriter)  *'My  mother  became  very 
ill.  I asKed  for  permission  to  go  home.  The  request 
was  denied,  so  I went  UA." 


This  marine's  response  would  appear  in  both  the  "Family 
Problem"  and  the  "Leave  Request  Denied"  categories  of 
Table  21. 


Table  22  list  attrlters*  responses  to  the  question, 
"What  changes  would  have  to  be  made  in  the  Marines/Navy 
in  order  for  you  to  want  to  stay?"  (The  question  was 
asked  only  of  men  who  previously  said  they  would  prefer 
to  leave  rather  than  stay  in  the  service) . The  changes 
suggested  are  largely  consistent  with  the  perceived 
causes  of  dissatisfaction  and  attrition. 


B . Regimentati.on,  Leadership  rnd  Discipline 


This  section  .overs  three  interrelated  topics:  regimenta- 

tion, leadership  and  discipline.  They  are  covered  to- 
gether because  attrlters  interviewed  often  did  not  make 
distinctions  among  them. 
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Table  18 
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Table  19 

Factor  Gauging  Meet  PiieatlBfaotion  in  the  Fleet* 


Paotori 

Supervliora'  attltudea 
Job  training 
Daily  aohedule 
Life  aboard  ahip 


Regular  Duty**  Regular  Duty** 


Adjusted 


Attriters 


Marines  Navy  Marines  Nav 


Navy 

“Tk 


Navy 


Social  life 

Treatment  of  dependants 
Pride  in  the  Marines 
Way  civilians  treat  you 
Opportunity  to  travel 
Shipboard  assignment 
Ability  to  change  duty  stations 
Work  assignments  (on  shore) 
Medical  care  and  services 
Rank 

Dress  regulations 


Friendliness  of  men  in  unit 

Total 

N 


Total 


99%  99%  100%  99% 

(100)  (120)  (201)  (244) 


"■*  Percentage  seleG^Ing  each  factor  from  a preceded  list. 

**  X indicates  the  item  was  not  listed  on  the  questionnaire 
version  used  for  that  sample  group. 
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Table  20 


Conditions  that  contributed  to  Attr iters'  Problaina* 


Recruit 

kttriters 

Regular  Duty 
Rttriters 

Conditions 

Marines 


Wavy 

Marines 

Navy 

mmmmmmm 

Being  harassed 

50 

40 

73 

66 

tfsing  oritioized  for  making  a 
mistake 

57 

54 

67 

52 

'*'00  muoh  physioal  training 

18 

25 

X 

X 

Too  little  free  time 

40 

53 

34 

53 

Being  denied  a request 

35 

33 

58 

52 

Disagreement  with  men  in  the 
unit 

25 

29 

40 

62 

Being  falsely  aoaused 

43 

33 

52 

21 

Difficulty  with  classroom  work 

34 

70 

X 

X 

Dissatisfaction  with 
assignment 

X 

X 

67 

43 

Family  problems 

X 

X 

65 

69 

Other  oonditions 

13 

5 

3 

2 

N 

(100) 

(If^O) 

(203  ) 

(244) 

Paroantage  saleoting  each  factor  from  a prepodel  list. 
Multiple  response  poseibla. 


Table  21 


Attrltars'  Perception  of  the  Cauaaa  for  Their  Attrition 


Peroeived  Cauiee* 

Family  problem! 

Supervieors ' Improper  action 

Change  in  attix:ude  toward 
■ervioe 

Regimentation 

Fait  pace 

Promiaen  not  fulfilled 
Clasaroom  probiema 
Being  falaely  aocuaed 
Phyaioal  training 
Leave  regueat  denied 
Druga/alaohol 
Diaoharge  reiueat  denied 
Adminiatratlve  probiema 
Personality  oonfliota 
Tranafer  request  denied 

Other 

w 


Recruit 

Attriters 

Regular  Duty 
Attriters 

Navy 

Marines 

— 5 — 

Navy 

5 

7 

39 

30 

33 

28 

32 

43 

17 

29 

33 

43 

13 

32 

16 

44 

25 

38 

6 

12 

5 

7 

19 

40 

12 

66 

m 

2 

7 

7 

17 

14 

12 

17 

- 

m 

- 

1 

12 

17 

3 

- 

13 

22 

2 

1 

11 

7 

1 

- 

13 

8 

5 

10 

6 

5 

3 

- 

2 

11 

1 

- 

2 

6 

(iOO) 

(120) 

(201) 

(244) 

Multiple  reapuaae possible. 

* Codes  developed  from  reaponaea  to  open>end  question. 
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1 

Table 

22 

Ij 

1 

! 

1 

Changes  that  Would  Induce  A.ttr Iters  to 

Stay  In 

Service 

i 

1 

1 

Recruit 

Attriters 

Regular  Duty 
Attritera 

1 

Marines 

Base  Rules*  4 

Navy 

Marines 
1 

Navy 

iii 

Change  supervisors'  attitudes 

24 

20 

16 

28 

j 

Better  treatment  of  enlisted  men 

24 

14 

11 

16 

li' 

Better  job  assignment 

8 

6 

22 

25 

' 

Increase  pay  and  benefits 

6 

7 

13 

24 

' 

Better  job  training 

1 

7 

7 

6 

|i 

Better  treatment  of  dependents 

- 

- 

5 

5 

1' 

Change  teats  and  schooling 
procedures 

- 

15 

m 

w 

1 ■ 

Faster  promotions 

- 

1 

3 

6 

I.' 

Leas  physical  training 

7 

7 

1 

- 

1 1 

More  lenient  punishment 

4 

7 

2 

2 

Change  recruiting  procedures 

2 

2 

1 

5 

' 

Shorter  training  period 

2 

3 

- 

m 

Change  uniforms 

- 

- 

- 

5 

y 

Miscellaneous  other  changes 

4 

7 

10 

4 

i 

. 1 
1 

Would  not  want  to  stay 

13 

17 

36 

29 

> 

{ 

Changes  not  neoded/l  am  at 
fault 

12 

16 

4 

2 

■ 

N 

(100) 

(120) 

(201) 

(244) 

MuitipiV  r«apbnit  posslbla. 

'''Coclefl  developed  from  responeei  to  open~end  question. 
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Isauea  related  to  dlaolpl.lne  cause  more  dlaaatlafac 
among  attritera  than  any  ofaher  organ 

matter  vhich  attrltar  group  ia  e'xaminadV  or  no  matter  what 
way  the  queatlona  are  worded^  discipline  stands  out  as  the 
factor  causing  the  mo  it  problems.  In  some  cases  It  func- 
tions more  as  u remote  Influence#  causing  dissatisfaction. 
In  other  cases#  however,  it  functions  as  the  "straw  that 
breaks  the  back"  of  the  dissatisfied  man  and  la  mentioned 
as  a cause  of  attrition.  Sometimes  attritera  feel  they 
are  just  not  suited  for  a regimented  way  of  life.  In  other 
oases,  attritera  feel  they  are  subjected  to  unjustified 
discipline.  A sumr^ary  of  reactions  toward  discipline-' 
related  Issues  will  show  how  important  this  feature  Is  for 
the  different  groups. 


e Military  disaipiine  la  a problem  for  both  adjusted  men 
and  attritera  (see  Tables  18  and  19) 


Harassment  from  superiors  is  more  often  selected  as 
problem  for  everyone  than  are  strict  rules  and 
regulations  (Table  18) 


e Harassment  from  superiors  Is  more  often  selected  as  a 
problem  for  regular  duty  men  than  for  recruits  (Table  18) 

e Supervisors ' attitudes  are  mentioned  by  men  in  the  fleet 
as  the  primary  cause  of  dissatisfaction  twice  as  often 
as  any  other  factor  (Table  19) 


e Feeling  harassed  and  being  criticized  are  leading  among 
factors  selected  as  contributing  to  attritera'  problems 
(Table  20} 


e About  one-third  of  all  attrlters  suggest  that  an  Improper 
action  of  their  supervisor  caused  their  attrition. 

(Table  21} 


In  recommending  changes  to  be  made  that  would  make  them 
stay,  recruits  most  often  mention  supervisors'  attitudes 
and  better  treatment  of  enlisted  man.  These  factors 
were  also  mentioned  frequently  by  men  in  the  fleet 
(Table  22} . 
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Men  complaining  about  rules  and  regulations  generally  do 
not  specify  particular  rules*  Rather,  they  feel  there  are 
just  too  many  rules.  An  exception  to  this  Is  Navy  adjusted 
men  in  the  fleet.  These  men  very  frequently  complain  that 
dress  regulations  are  too  strict. 


Respondents  were  not  asked  specifically  what  complaints 
they  had  against  their  supervisors.  However,  from  the 
narratives  explaining  thct  causes  of  their  attrition,  the  fol- 
lowing examples  were  extracted.  They  indicate  the  type  of  com- 
plaints expressed  by  some  attriters.  They  felt  their  super- 
visors i 

e Are  lazy  and  make  the  men  do  all  the  work 


e Frequently  get  drunk  or  moody  and  physically  or 
psychologically  assault  the  men 


e Play  favorites  in  assigning  duties  and  issuing 
leaves 


e Do  not  permit  complainers  to  see  the  commanding 
officer 


e Are  vindictive  toward  men  who  complained  about  them 


e stigmatize  men  who  have  been  in  trouble  before 


e Are  prejudiced 


e Do  not  sympathize  or  try  to  help  men  with  their 
personal  problems 


Problems  with  superiors  are  frequent  causes  of  dissatis- 
faction which  in  turn  become  causes  of  attrition  be- 
cause some  men  often  see  going  AWOL  as  the  only  way  to 
alleviate  the  problem. 


The  perceived  unlikelihood  of  having  complaints  handled 
satisfactorily  is  markedly  related  to  attrition.  Most 
men  feel  the  system  favors  supervisors  to  the  disadvantage 
of  the  en].isted  men,  but  attriters  actually  feel  the  system 
works  against  them. 
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Ono  meosure  of  attitude  In  thl«  area  waiv  obtained  by  aaklng 
reapondenta  what  would  happen  if  they  made  a legitimate 
complaint  about  their  superviaora.  The  reaulta  indicate 
that  attritera,  eapecially  in  the  fleet,  feel  they  would 
only  be  oaueing  themaelvea  more  problems  by  complaining 
about  this  question.  (Six  percent  of  Marine  recruit  ad- 
justed men  said  "Don't  know.") 


Table  23 

Perceived  Reaulta  of  Complaining  About  superviaort 


Reoruita Regular  Duty 


Marines 

Navy 

Marines 

Navy 

Reaulta 

Adj.  Attr. 

Adj . Attr* 

Adi.  Attr. 

Adi. 

mm 

Attr 

Supervisors  repri- 
manded, and  nothing 
liappon  to  me 

48 

18 

68 

15 

30 

8 

27 

8 

Supervisor  repri- 
manded, but  1 
would  be  harasshd 

32 

46 

23 

25 

29 

27 

44 

27 

Nothing  happen  to 
supervisor,  but  I 
would  be  harassed 

14 

36 

8 

58 

40 

65 

28 

6S 

Don't  know/other 

Total 

N 

6 

100 

(50) 

1 1 oo 
1 • oo 

m m 

99 

(60) 

2 

100 

(120) 

m «• 

99 

(100) 

100 

(201) 

2 

101 

(120) 

m iM 

100 

(244) 

This  item  was  includod  in  the  regreaaion  analyais.  It 
shows  a strong  independent  effect  for  most  of  the  groups. 
Its  largest  effect  is  felt  among  sailors  in  the  fleet, 
which  is  consistent  with  findings  from  the  narratives 
about  the  attrition  process.  A few  examples  will  serve 
to  show  how  this  attitude  can  lead  to  attrition. 


"He  said  he  saw  me  smoking  marijuana  and  he  was  lying 
through  his  teeth,  but  he  was  a "lifer"  and,  although 
he  couldn't  prove  it,  they  took  his  word  for  it  and 
bounced  me  off  the  nub  onto  a surface  vessel.  I hated 
it  there  so  I went  UA." 


"Everytime  ho  (supervisor}  came  back  on  ship  from  nhore 
he  would  be  drunk  and  start  harassing  me.  Hp  wou  i 
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keop  it  up  all  night.  When  I put  In  a ohlt,  to  aaa 
the  XO  he  vould  throw  it  away.  Finally,  I couldn't 
take  any  more  bo  1 went  UA." 


A sizable  number  of  the  men  interviewed  said  that  their 
supervisors  had  actually  committed  an  offense  that  should 
have  been  reported.  This  was  more  common  in  the  fleet 
whore  over  60%  of  attritcrs  and  over  40%  of  adjusted  man 
said  this.  However,  less  than  one-half  of  these  men  made 
a complaint.  Most  of  those  who  did  not  complain  said  it 
would  be  nonproductive  or  even  detrimental  to  do  so.  Among 
those  who  did  complain,  only  about  15%  of  attriters  and  351 
of  adjusted  men  felt  their  complaint  was  handled  satis- 
factorily. Nearly  75%  of  attriters  and  over  50%  of  adjusted 
men  who  complained  said  they  were  harassed  for  doing  so. 


Overall,  of  those  men  who  originally  said  their  supervisors 
had  done  something  which  should  have  been  reported,  the 
percent  who  then  complained,  and  who  felt  the  complaint 
was  handled  satisfactorily  is  only  4%  for  attriters  and  7% 
for  adjusted  men.  This  means,  in  effect,  that  only  5%  of 
enlisted  men  feel  they  have  satisfactorily  used  the  military 
administrative  system  to  handle  problems  associated  with 
supervisors. 


Most  attritora  said  they  would  prefer  to  go  directly  to  the 
commanding  officer  rather  than  use  the  prescribed  chain  of 
command  to  express  a complaint  against  their  supervisors. 
Among  adjusted  men,  recruits  and  sailors  in  the  fleet  pre- 
ferred to  use  the  chain  of  command,  but  regular  duty  marines 
did  not.  Navy  recruit  attriters  prefer  to  use  the  Human' 
Relations  Council.  These  results  are  presented  in  Table  23A. 


Table  23A 

Preferences  for  Complaints  Procedure) 


Preisrsnes 

Use  chain  of  command 

Go  directly  to 

commanding  officar 

Qo  to  human 

relations  council 

Uon't  know 

Total 


Rsoruita 

Marinas  Na^ry 


Attr 

Adj 

Attr 

58% 

29% 

67% 

39% 

42% 

70% 

17% 

22% 

X 

X 

17% 

36% 

- 

1% 

»s 

3% 

100 

100 

101 

100 
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Rggulat  Duty 
Marinas  Navy 

wmrnmkmm 


,i^tr 

Attr 

43% 

23% 

64% 

34% 

S7% 

77% 

36% 

65% 

X 

X 

X 

X 

- 

- 

- 

U 

100 

100 

100 

100 

Several  men  in  the  fleet  pointed  out  the  perceived  "Catch  22" 
type  of  dilemma  in  trying  to  use  the  chain  of  command.  As 
one  marine  put  it; 


"If  you  have  problems  with  your  sergeant,  what  are  you 
supposed  to  do?  If  you  tell  him  you  want  to  see  the 
captain  about  the  problem,  he  refuses  to  let  you." 


In  light  of  what  has  been  mentioned  above  and  in  the  previous 
chapter,  the  behavior  of  many  of  the  attriters  becomes  more 
comprehendible.  Their  tendency  to  act  impulsively,  coupled 
with  their  nonacceptance  of  standard  complaint  procedures, 
leads  them  to  resolve  Interpersonal  conflicts  by  going  AWOL. 


This  section  consists  of  two  parts.  The  first  part 
examines  the  effects  of  various  aspects  of  recruit 
training  programs  while  the  second  part  examines  the 
effects  of  training  school  programs. 


Recruit  Traininc 


In  Chapter  III,  it  was  mentioned  that  many  recruits, 
especially  attriters , feel  they  were  not  fully  informed 
by  their  recruiters  about  the  recruit  training  program. 
This  is  one  reason  whv  nearly  two-thirds  of  all  recruits 
said  training  was  different  from  what  they  had  expected. 
Surprisingly,  many  adjusted  recruits  interviewed  said 
training  was  easier  than  expected.  For  those  who  said  it 
was  different,  and  more  difficult,  the  three  aspects 
mentioned  most  frequently  as  being  unexpected  weret 


e Regimentation 
e Fast  Pace 

e Behavior  of  Supervisors 


In  general,  the  aspects  of  training  that  were  least 
expected  are  also  the  ones  which  presented  the  most 
prcblems . 
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Among  Navy  recruit  attriters,  the  most  frequently  cited 

froblema  are  difficulty  ~wlth  classroom  work  and  ttie 
aab  pace  oi  training.  From  Tables  and  SI  it  can  be 
seen  that  70%  of  attriters  interviewed  said  difficulty 
witi\  f.rlaasroom  work  was  a condition  that  contributed  to 
their  problem,  and  almost  as  many,  66%,  said  classroom 
problems  were  directly  involved  in  their  attrition. 


For  most  of  these  men,  classroom  problems  and  pressures 
lead  to  other  problems  such  as  conflicts  with  company 
commanders  or  changes  in  attitudes  toward  the  service. 
However,  a few  of  these  attriters  feel  their  problems 
were  due  solely  to  classroom  failures.  Although  the 
sample  selection  criteria  emphasized  misconduct  rather 
than  academic  problems,  to  obtain  the  total  number  with- 
in the  allotted  time  it  was  necessary  to  obtain  some 
attriters  whose  principal  problem  was  academic  in  nature. 
This,  however,  represents  a small  number  of  cases  and  their 
inclusion  in  the  sample  doos  not  diminish  the  importance  of 
classroom  difficulties  as  a source  of  other  problems, 
especially  loss  of  interest,  apathy,  and  criticism  from 
company  commanders. 


Marine  recruits  most  often  cite  problems  with  their 
3E''iTl  instructor  as  hheir  attrition  cause,  ^hese  men 
feel  they  were  unnecessarily' harassed  in  being  unduly 
criticized  for  a mistake  or  in  being  falsely  accused 
of  doing  something  wrong  (see  Tables  20  and  21) . 


The  importance  of  the  supervisor-enlisted  man  relation- 
ship is  emphasized  by  the  fact  that  48%  of  Marine  and  34% 
of  Navy  recruit  attriters  interviewed  said  they  would  be 
willing  to  stay  in  the  service  if  there  was  either  a change 
in  their  supervisors'  attitudes  or  if  the  service  treated 
them  properly.  Fifteen  percent  of  Navy  attriters  mentioned 
they  would  like  changes  in  schooling  procedurei? . Besides 
these  two,  there  were  no  other  changes  recommended  by 
more  than  eight  percent  of  recruit  attriters  interviewed 
in  either  service. 


Training  School  Programs 


Although  the  analysis  of  the  influence  of  training  school 
is  limited  because  the  Navy  adjusted  sample  was  drawn 
from  training  schools,  there  is  enough  information  avail- 
able from  Marines,  attriters  in  the  Navy,  and  recruits  to 
provide  some  generalizations.  Most  evidence  indicates 
that  training  school  programs  function  to  reduce  attrition. 
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Recruits  who  sign  up  for  a training  school  at  enlistment 
are  less  likely  to  attrite  than  recruits  who  do  not  sign 
up  for  a Bchopri  Of  course,  most  of  the  men  who  sign  up 
^or  school  are  also  the  ones  who  give  adequate  forethought 
to  enlisting  and  were  in  the  delayed  enlistment  program. 
However,  planning  to  attend  a training  school  does,  in 
itself,  act  as  a deterrent  to  attrition.  Table  24  shows 
the  large  differences  between  adjusted  men  and  attrlters. 
This  is  also  a variable  included  in  the  regression  analysis 
along  with  the  variable  of  high  school  education.  Hence, 

’ the  importance  of  signing  up  for  a training  school  remains 
intact  regardless  of  the  recruit's  educational  background. 

Table  24 

Percent  Enlisting  for  a Guaranteed  School 


Marine  Recruits 
Adjuoted  Attriters 

56%  37% 


Navy  Recruits 

Adjusted  Attriters 

82%  27% 


It  will  be  recalled  that  the  desire  to  learn  a skill  is 
given  as  the  primary  motivation  for  enlisting  by  both  ad- 
justed men  and  attriters.  On  the  basis  of  the  above  finding, 
it  is  evident  that  attriters  have  a misconception  about  the 
nature  of  school  assignments.  In  fact,  a sizable  number  of 
recruit  attriters  interviewed  said  they  were  surprised  to 
learn  they  were  not  going  to  the  training  schools  they  had 
expected  to  attend.  These  expectations  were  based  largely 
on  verbal  promises  understood  to  have  been  made  by  the  re- 
cruiters and,  in  a few  cases,  the  belief  one  could  choose 
any  school  after  enlisting.  About  5%  of  recruit  attriters 
interviewed  said  a factor  causing  their  attrition  was  the 
realization  they  were  not  going  to  obtain  the  school  training 
they  expected.  This  problem  is  more  acute,  however,  in  the 
fleet. 


Many  attriters  in  the  fleet  say  failure  to  obtain  expected 
school  training  is  a reason  for  their  attrition.  fKl’t. 
problem  is  more  coiTimon  among  sailors  ihan  among  marines. 

Forty  percent  (40%)  of  attrlting  sailors  and  19%  of  attriting 
marines  Interviewed  reported  that  their  promises  had  not 
been  fulfilled,  and  although  some  of  these  prom.'*  sea 
pertained  to  duty  station  assignments,  in  most  cases  the 
promises  pertained  to  training  schools. 
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Training  Bohool  attendance  is  related  to  attrition  In 
the"  Marine  Corps  but  noi  in  the  Navy.  Only  of  Marine 
attriters',  compared  to  81%“ of  Marine  adjusted  men, 
attended  a training  school.  In  the  Navy,  61%  of  attriters 
attended  a Claes  A school.  Since  the  latest  estimate  from 
PERS-55  indicates  that  between  56%  and  65%  of  all  men  in 
the  fleet  attended  a Class  A school,  it  appears  that  potential 
attriters  are  as  likely  as  adjusted  men  to  attend  school. 

The  differential  importance  in  the  two  services  attributed 
to  training  school  attendance  is  accounted  for  by  the 
relationship  of  school  training  to  job  assignment.  Among 
the  Marines  interviewed,  men  who  did  not  receive  job-related 
training  are  dissatisfied  because  of  this.  Many  sailors, 
on  the  other  hand,  are  dissatisfied  because  their  training 
led  to  d dissatisfying  job  assignment.  The  following 
comments  typify  the  attitudes  of  many  attriters. 


"I  came  in  the  Marines  to  leaiu  a trade.  I oould  have 
stayed  in  the  streets  to  learn  to  fight. ” 


"1  don't  have  a real  job. 
(Marine) 


I'm  just  a pick-up  man." 


1 


"I  signed  for  Machinist  Mate,  but  I got  Boiler  Technician 
and  that's  one  of  the  worse  jobs  in  the  Navy.  I'm 
leaving  mostly  for  family  problems,  but  I think  if 
I'd  gotten  the  school  I signed  for,  I could've  made  it." 

Attriters  are  more  often  dissatisfied  with  their  job 
training"  Itn  hhe  Marine  corps,  aitriters  are  almost  twice 
as  likely  as  adjusted  men  to  express  dissatisfaction  with 
the  training  they  received,  while  in  the  Navy  the  ratio 
is  almost  3 to  1.  Table  25  presents  the  results. 


Table  25 

Percent  Dissatlefied  with  Job  Training 


Marine  Regular  Duty 
Adjusted  Attriters 

32%  53% 


Navy  Regular  Duty 
Adjusted  Attriters 


18% 


52% 


Even  though  the  majority  of  attriters  express  dissatis- 
faction with  their  job  training,  this  was  selected  as  the 
most  dissatisfying  factor  by  only  9%  of  Marine  and  8%  ol 
Navy  attriters  Interviewed . 
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In  summary,  job  training,  like  several  other  factors  already 
covered,  functions  in  the  attrition  process  primarily  as  a 
factor  causing  the  enlisted  man  to  be  dissatisfied  and 
rarely  serves  as  a direct  cause  of  attrition. 


Physical  Training  Programs 


Overall,  physical  training  programs  are  not  an  important 
cause  of  dissatisfaction,  and  are  only  rarely  cited  as  a 
cause  ot  attrition.  Most  recruits  expected  to  receive  a 
certain  amount  o^  physical  training  as  part  of  their 
program.  The  few  recruits  who  did  complain  generally  feel 
they  were  being  driven  too  hard  by  their  supervisor.  Com- 
plaints about  physical  training  are  almost  non-existent 
among  men  in  the  fleet. 


D.  Duty  Assignments 


Duty  assignments  are  often  a cause  of  dissatisfaction  but 
they  are  rarely  seen  as  directly  responsible  for  attrition, 
when  interviewed,  attriters  more  often  than  adjusted  men 
expressed  dissatisfaction  with  their  duty  assignment. 
Rarely,  however,  did  any  attriters  say  they  went  AWOL  or 
otherwise  misbehaved  solely  because  of  intense  dissatis- 
faction with  an  assignment. 


One  reason  why  duty  assignments  cause  dissatisfaction 
is  that  expectations  for  them  are  very  high.  Recruit 
respondents  said  they  consider  it  very  important  to  have 
a satisfactory  duty  assignment  and  they  believe  most  men 
in  the  fleet  are  happy  with  their  assignments.  Recruits 
assumed  they  would  obtain  the  type  of  assignment  they 
wanted  and,  although  they  realized  they  might  not  receive 
the  location  desired,  they  did  expect  to  have  an  in- 
teresting social  life  wherever  they  were. 


Different  aspects  of  duty  assignments  cause  disenchant- 
ment among  different  groups.  In  the  course  of  interviews, 
Marines  expressed  greater  dissatisfaction  than  did  sailors 
with  the  social  life  where  they  are  stationed  (Camp  Lejeune) 
and  their  inability  to  change  duty  stations.  Sailors,  on 
the  other  hand,  said  that  life  aboard  ship,  in  general,  and 
their  shipboard  assignments,  in  particular,  are  frequent 
causes  of  dissatisfaction. 


Compared  to  adjusted  men,  attriters  more  often  attempt  to 
change  their  situation;  however,  they  are  less  often  success- 
ful in  obtaining  a change.  A larger  perceniiage  of  attriters 
apply  for  changes  in  duty  stations  and  job  assignments. 
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Among  those  who  ever  apply  for  a change ^ each  attrlter,  on 
the  average,  applies  more  often  than  each  adjusted  man. 
Attrlters  also  have  their  requests  denied  more  often  than 
adjusted  men.  On  the  basis  of  the  figures  presented  In 
Table  26,  It  can  be  seen  that  about  one-third  of  all 
attrlters  attempt  to  change  their  assignments  before 
attrltlng. 


Table  26 

Attempts  to  change  Duty  Assignments 


Marine 

Navy 

Adjusted  Attriter 

Adjusted  Attriter 

Percent  requested  a 
change  of  duty  station 

26% 

39% 

20% 

37% 

Average  number  of 
times  requested 

2.6 

2.9 

o 

• 

CM 

2.6 

Percent  who  ever  had  a 
request  granted 

40% 

32% 

43% 

35% 

percent  requested 
change  in  job  assign- 
ment 

25% 

26% 

25% 

30% 

Average  number  of 
times  requested 

2.0 

2.3 

1.5 

2.3 

Percent  who  ever  had  a 
request  granted 

5U% 

42% 

77% 

40% 

Attrlters*  experiences  with  cruises,  work  schedules,  and 
length  of  time  In  job  assignments  are  similar  to  i:he  ex- 

SIHencee  of  adjusted  men,  tn  neither  branch  of  fehe  Bervioe 
o attrlters  have  worse  work  schedules  than  adjusted  men. 
Attrlters  interviewed  rarely  reported  being  overworked. 
Married  attrlters  are  the  only  group  who  complained  fre- 
quently about  scheduling.  Their  main  concern,  of  course, 
is  being  separated  from  their  spouse.  The  comparison  of 
duty  schedules  is  presented  in  Table  27. 


IV- 17 


Table  27 


CompariBon  of  Duty  Schedules* 


Marines 

Navy 

Adjusted  Attriter 

Adjusted  Attriter 

Cruises 

0.6 

0.6 

2.7 

2.9 

Months  in 
assignments 

13 

14 

10 

11 

Nights  per  week 
on  duty 

1.1 

1.8 

1.8 

2.0 

Weekends  per  month 
on  duty 

1.1 

1.5 

1.4 

1.6 

^Ali  figures  are  group  averages  and  for  attriters  pertain 
to  assignments  prior  to  being  processed  for  discharge. 


Most  evidence  indicates  that  attriters  have  lass  desirable 
jobs  than  adjusted  men  while  they  are  in  the  service.  If 
the  jobs  are  not  actually  worse,  at  least  they  rxe  per- 
ceived that  way  by  the  attriters.  Tv^ble  19  shows  that 
attriters  are  lass  satisfied  with  their  assignments.  Table 
22  shows  that  change  in  job  assignments  would  make  a big 
difference  to  many  attriters  in  thc.ir  decision  to  leave 
the  service. 

Based  on  theso  data  and  the  narratives  obtained  in  the 
interviews,  several  conclusions  can  be  made  about  the 
effects  of  job  assignments. 


e While  they  are  in  the  service  attriters  are  more  often 
dissatisfied  with  the.lr  assignments  and  frequently 
attempt  to  change  their  situation. 


e The  dissatisfactio  > stetfs  primarily  from  the  task 
itself  rather  than  the  work  schedule. 


e Marine  attriters  consider  their  work  tiresome  and 
purposeless;  sailors  feel  they  work  too  hard  when  on 
a cruise. 


• Discontentment  with  job  Increases  the  level  of 
dissatisfaction  but  it  does  not,  in  itself,  cause 
men  to  attrite. 


The  importanoe  of  job  assignment  location  is  covered  in 
Chapter  V. 


E.  Rank,  Pay  and  Medical  Care 


As  part  of  the  effort  to  guarantee  anonymity,  no  informa- 
tion conoerning  the  respondents'  rank  or  assignment  was 
recorded.  Hence,  the  importance  of  rank  and  pay  in  in- 
fluencing satisfaction  and  attrition  is  based  primarily 
on  the  opinions  of  respondents  rather  than  on  a comparison 
of  actual  ranks  of  attrlters  and  adjusted  men. 


Since  recruits  had  little  experience  with  rank  and  pay, 
they  were  asked  only  about  their  expectations  for  the 
future  importance  of  these.  Thus,  most  information  about 
the  influence  of  pay  and  rank  is  based  on  the  responses 
of  men  in  the  fleet. 


Although  many  men  express  some  dissatisfaction  with  their 
pay  and  ranj<,  tEese  a^^  rarely  oiied  as  bauaea  of  attrition. 
Table  16  below  lists  the  percentage  of  each  group  expressing 
dissatisfaction  with  their  rank  and  their  pay.  As  the 
data  indicate,  attrlters,  especially  in  the  Marines, 
more  often  than  adjusted  men  express  dissatisfaction 
with  these.  However,  neither  factor  is  cited  often 
by  any  group  except  Marine  attrlters  (12%)  as  the 
most  important  factor  causing  dissatisfaction  ( see 
•table  19).  Furthermore,  only  rarely  is  either  rank 
or  pay  mentioned  by  attrlters  as  a cause  of  their 
attrition. 


Table  28 

Percent  Dissatisfied  with  Rank  and  Pay 


Factor 


Marine 

Adjusted  Attriter 


Havy 

Adjusted  Attriter 


Rank  26%  58%  30%  40% 

Pay  28%  52%  35%  39% 
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since  information  on  rank  was  not  obtained  it  is  dif- 
ficult to  determine  why  Marine  attriters  are  more  dis- 
satisfied with  their  pay  and  grade  than  other  groups. 

It  is  not  that  they  had  been  demoted  more  often  because 
Navy  attriters  questioned  were  equally  likely  to  say  they 
received  punishments  involving  fines  and  rank  reductions. 
Regardless  of  the  reason,  rank  and  pay  are  frequent 
causes  of  dissatisfaction  for  Marines  in  the  fleet. 

Many  of  their  other  problems,  such  as  poor  social  life 
and  family  financial  problems,  may  be  related  to  these 
factors. 


Recruits  believe  that  pay  and  rank  will  be  very  important 
for  them  when  they  are  in  the  fleet.  They  also  believe 
that  men  in  the  fleet  are  somewhat  dissatisfied  with 
their  pay.  This  perception  of  the  importance  of  pay 
and  rank  ia  consistent  with  the  perception  of  most  regular 
duty  men.  Thus,  one ' s attitude  toward  rank  and  pay  does 
not  undergo  changes  as  one  moves  through  different  stages 
of  a military  career. 


Of  all  the  organ i z ational  factors  examined,  medical  care 
shows  tfie  least  relationship  to  dlBaatiiTaotion  or 
attritioru  MedicaT  onre  is  considered  a very  important 
factor  by  both  recruits  and  men  in  the  fleet.  About  80% 
of  adjusted  men  and  70%  of  attriters  questioned  also  said 
they  are  satisfied  with  the  medical  care  available.  This 
category  received  higher  satisfaction  ratings  than  any 
other  factor  examined.  Overall,  only  about  4%  of  men  in 
the  fleet  interviewed  said  they  are  more  dissatisfied  with 
medical  care  than  any  other  factor  (see  Table  19) . Only 
one  or  two  respondents  said  their  attrition  is  related  to 
insufficient  or  improper  medical  care. 


To  point  out  that  pay,  rank  and  medical  care  are  not 
frequent  causes  of  attrition  does  not  imply  that  they 
may  not  be  important  in  preventing  attrition.  Considering 
the  perceived  importance  of  these  factors,  strong  dis- 
satisfaction with  them  would  probably  lead  to  much  higher 
rates  of  attrition.  In  fact,  there  is  evidence  these 
benefits  serve  as  trade-offs  against  some  of  the  less 
desirable  features  of  military  life.  For  example,  24% 
of  Navy  and  13%  of  Marine  regular  duty  attriters  questioned 
said  one  change  necessary  for  them  to  want  to  remain  in  the 
service  would  be  an  increase  in  pay. 


Thus,  it  appears  that  increases  in  pay  or  promotJ.ons, 
or  improvements  in  medical  benefits,  would  result  in  some 
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slight  reductions  in  attrition.  On  the  other  hand,  any 
reductions  in  pay  or  any  curtailment  of  medical  benefits 
could  very  well  lead  to  increased  attrition  rates. 


P.  Interpersonal  Relationships 


Interpersonal  conflict  with  other  men  In  the  unit  is 
not  an  important  influence  on  the  satisfaoy.on  or  attrition 
of  men  in  either  branch  o:^  the  gervloe.  Slightly  less 
than  1^  of  ail  respondents  said  the  unfriendliness  of  men 
in  their  unit  causes  them  the  most  dissatisfaction  (see 
Table  19) . NO  one  questioned  attributed  the  cause  of  his 
attrition  to  interpersonal  problems  with  other  enlisted 
men  in  the  unit. 


Nearly  50%  of  each  sample  group  said  there  are  some 
enlisted  men  in  the  unit  with  whom  they  do  not  gat  along, 
but  apparently  most  men  managed  to  adjust  to  this  because 
it  was  rarely  mentioned  as  a major  cause  of  dissatisfaction. 
Contrary  to  what  one  might  expect,  attriters  are  no  more 
nicely  than  adjusted  men  to  have  interpersonal  conflicts. 


The  interpersonal  conflicts  generally  revolve  around 
issues  of  authority.  Attriters,  in  particular,  feel 
that  men  of  slightly  higher  rank  are  being  too  authori- 
tative and  "pulling-rank"  to  do  a lesser  share  of  the 
workload. 


G.  Administrative  Problems 


Administrative  problems  do  not  affect  recruits,  but 
about  lfl%  of  regular  duty  men  interviewed  reported  that 
^ministf atlve  problems  contributed  to  their  attrition . 
dnly ' a' few  men  said  they  are  ab^rlting  primarily  because 
of  an  administrative  problem.  However,  13%  of  Marines 
and  8%  of  Navy  regular  duty  men  said  it  is  a factor  in 
their  attrition.  The  most  frequently  mentioned  problems 
were  those  concerning  pay  records. 


Administrative  problems  function  in  two  ways  in  the 
attrition  process.  Some  men  seem  to  oite  these 
problems  as  a sort  of  justification  for  going  AWOL; 
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that  la,  if  the  Corpa/Navy  doea  not  pay  them  they  do 
not  have  to  work  anymore.  For  other  men  who  are  already 
dlaaatlsfiedi  theae  problema  aerve  as  a "laat  straw". 


Often  men  having  administrative  problems  are  more  angered 
because  they  feel  no  one  is  assisting  them  than  because 
of  the  problem  itself.  The  person  they  blame  is  usually 
their  NCO.  One  marine  attriter  exemplifies  this  attitude^, 


"My  wife  was  here  and  we  had  only  $50.00  every  two 
weeks  to  live  because  my  pay  was  messed-up.  I 
told  my  staff  sergeant  twice  I need  the  money  to 
live  on  and  If  I don't  get  paid  1 will  leave.  He 
didn't  do  anything  so  X took  my  wife  and  child  and 
left.  I was  AWOL  for  9 months." 
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NON-MILITARY  FACTORS  INFLUENCING  ATTRITION  j 
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A.  Family  and  Friends  t 


Family  noeds  and  problems  have  a signifioant  bearing 
on  ilie  ai^'r  itlon  of  men  in  the  f loetT  About  one -third 
of  regular  'duty  at'tri'i:erB  said  th«  specif io  acts  that  led 
to  their  attrition  were  related  to  family  problema  or 
needs.  Only  about  6t  of  recruits  Interviewed  said  family 
considerations  were  involved  In  their  attrition.  Table  29 
below  lists  the  context  in  which  the  act  or  acts  relating 
to  attrition  took  place. 


Table  29 


Context  of  Reason  for  Attrition 


Recruits 

Regular 

Duty 

Context 

Marine 



Navy 

% 

Marine 

Navy 

Not  related  to 
military  or  family 

3 

■■ 

2 

5 

Related  to  family 

5 

7 

39 

29 

Related  only  to 
military 

80 

84 

52 

66 

Uncortain/no  answer 

12 

8 

7 

m 

Total 

*5? 

m 

N 

(100) 

(120) 

(201) 

(244) 

Family  problems  include 

marital  difficulties 

as  well  as 

problems  in  the  family  or  orientation.  The  most  frequently 
mentioned  family  problems  are  illness  of  either  a wife 
or  a single  parent.  Other  problems  mentioned  frequently 
include  financial  difficulties  of  wife  o:.  parents , home- 
sickness caused  by  separation  from  wife,  and  a need  to 
assist  a single  parent  in  the  cnre  of  a sibling. 


Typically,  men  having  these  problems  go  on  unauthorized' 
absences  for  extended  periods  of  time.  In  many  cases 
the  men  seek  and  are  denied  leave,  but  in  some  oases 
they  merely  go  home  without  seeking  permission.  It  also 
happens  frequently  that  men  who  have  been  granted  leave 
feel  they  need  a leave  extension  to  handle  their  problems. 
Again,  some  seek  it  and  are  denied,  while  others  merely 
take  the  time  without  seeking  permission. 
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Although  being  UA  to  serve  family  needs  may  at  first 
seem  like  a "good  excuse"  or  rationalization/  the 
explanation  becomes  more  believable  when  one  considers 
that  most  of  these  men  come  from  one  parent,  lower 
socioeconomic  status  families.  Some  attriters  report 
they  had  no  particular  complaints  about  the  service  but 
felt  their  family  problem  took  precedence  over  military 
obligations.  On  the  other  hand,  however,  many  attriters 
who  said  they  went  AWOL  principally  because  of  a family 
problem  also  mentioned  a long  list  of  grievances  toward 
the  service.  For  many  of  these  men  the  family  problem 
Is  merely  an  opportunity  to  feel  justified  in  leaving 
an  undesirable  situation. 


A few  examples  will  illustrate  how  family  problems  are 
related  to  attrition.  In  the  first  example,  the  attriter's 
decision  involves  little  more  than  prioritizing  family 
needs  over  service  obligations,  in  the  second  case,  dis- 
satisfaction with  military  procedures  is  involved. 


"I  would  stay  in  if  I could  get  shore  duty.  For 
married  men,  they  should  realize  they  have  to  see 
their  wives  and  kids.  Last  year  my  ship  was  at 
sea  300  days." 


"My  v;ife  had  a baby.  My  battalion  commander  had 
promised  me  that  I could  return  when  my  child  was 
born  if  we  were  still  in  deployment  area,  and  we  were. 
But  1 was  refused  temporary  leave.  Thereupon,  I 
jumped  ship  and  took  my  wife  and  child  to  Atlanta  and 
stayed  there.  You  never  got  what  they  promise  you." 


In  addition  to  being  frequently  mentioned  as  a specific 
cause  loading  to  attrition,  family  problems  were  mentioned 
as  a oontributins,  factor  by  nearly  two-thirds  of  all 
regular  duty  attriters  interviewed. 


Besides  family  problems,  many  attriters  interviewed  also 
suggusted  that  separation  from  girlfriends  and  fiancees 
contributed  to  their  dissatisfaction.  This,  however,  was 
rarely  cited  as  a major  reason  for  attriting. 


Marital  status  Is  related  to  attrition  only  aincnq  sailors 


n the  fleet.  As  Table  30  below  indicates,  attriters 
in  the  Navy  are  twice  as  likely  as  adjusted  sailors  to 
be  married. 


Based  on  married  attriters'  accounts  of  the  causes  of 
their  attrition,  it  appears  that  sailors'  problems  stem 
primarily  from  long  separations,  unexpected  scheduling 
of  cruises,  and  duty  station  transfers.  Married 
marines,  on  the  other  hand,  more  often  complain  of 
living  conditions  in  the  area  (Camp  Lejeune) , and  the 
financial  difficulties  of  maintaining  a household. 


Table  30 

Marital  Status  and  Attrition 


Marine  Regular  Dut\ 


Navy  Regular  Du tv 


Marital  Status 


Married 

Engaged/Going 
with  a girl 

Unattached 

Total 

N 


Adjusted 

Attriters 

Adjusted 

Attriters 

33% 

32% 

14% 

32% 

37% 

43% 

39% 

34% 

J_0% 

25% 

47% 

34% 

100 

100 

100 

100 

(100) 

(201) 

(120) 

(244) 

Attriters  often  believe  they  are  encouraged  by  spouse  or 

tirlfriend  to  leave  the  service.  oS  the  regular  duty  attri- 
ers  who  are  either  married,  engaged,  or  going  with  a girl, 
about  75%  said  their  female  partners  would  prefer  them  out 
of  the  service.  About  35%  said  they  were  actively  encouraged 
by  the  females  (and  parents)  to  leave  the  service.  Less 
than  10%  said  they  were  encouraged  to  remain  in  the 
service . 


To  reiterate,  family  and  marital  problems  play  a leading 
role  in  the  attrition  process.  Most  attriters,  especially 
married  ones,  appear  to  feel  guiltless  about  abandoning 
their  military  obligations  to  attend  to  family  problems. 
For  some  of  these  men,  family  problems  present  a credible 
excuse  to  leave  the  service,  but  for  others  it  is  a matter 
of  following  their  own  convictions  and  sense  of  priorities. 


! 


No  research  technique^  short  of  a polygraph,  coula 
classify  attrlters  Into  the  two  different  categories 
mentioned  above.  However,  If  one  were  to  make  an 
estimate  based  on  the  Interview  responses,  the  estimate  would 
probably  be  that  about  one  half  of  these  men  were  motivated  to 
leave  the  service  primarily  because  of  what  they  believed 
to  be  more  important  personal  responsibility.  This 
one-half  of  one-third  translates  into  about  15%  of  all 
regular  duty  attrlters. 


The  area  of  family  problems  Is  Itself  a difficult 
problem  for  the  military  not  only  because  it  is  a 
big  factor  in  attrition,  but  also  because  the  men 
involved  in  these  situations  are  more  firm  in  their 
decision  to  leave  the  military.  Only  12%  of  regular 
duty  attrlters  who  are  married  or  engaged  said  they 
would  prefer  to  stay  in  the  service,  compared  to  26% 
of  men  not  married  or  engaged.  Of  attrlters  who  said 
the  specific  cause  of  their  attrition  is  family  related, 
13%  are  willing  to  stay;  this  compares  to  21%  of  those 
who  mentioned  other  reasons  for  attritlng. 


Men  who  mentioned  family  problems  as  the  primary  reason 
for  their  attrition  are  among  those  most  committed  to 
leaving  the  service.  This  even  includes  those  who  are 
not  dissatisfied  with  the  service,  but  who  feel  their 
family  needs  have  a higher  priority. 


B.  Social  Life 


The  social  life  in  the  fleet  is  a big  disappointment  to 
most  men"  Recruit's  in  both  of  the  services  consider  It 
mportant  that,  when  they  are  in  the  fleet,  they  be 
stationed  at  a base  where  there  are  interesting  things  to 
do  during  off-duty  hours.  Furthermore,  recruits  generally 
believe  that  most  men  in  the  fleet  have  interesting  things 
to  do  when  they  are  off-duty.  Unfortunately,  most  men  in 
the  fleet,  including  attrlters  as  well  as  adjusted  men, 
said  the  social  life  available  to  them  is  quite  different 
from  what  they  expected,  and  it  is  dissatisfying. 


Although  many  men  in  the  fleet,  especially  marines. 


express  dissatisfaction  with  the  social  life,  it  is  not 


c cause  of  attrition.  Approximately 
% of  marines  and  37%  of  sailors  in  the  £leet  said  they 
are  dissatisfied  with  the  social  life  available.  The 
differences  between  attrlters  and  adjusted  men  on  this 


Issue  are  small.  In  fact.  In  selecting  the  one  factor 
causing  the  most  dissatisfaction,  adjusted  men  more  often 
mentioned  the  social  life.  No  attriters  attribute  their 
problems  solely  to  a poor  social  life,  although  some  did 
say  this  factor  contributed  to  their  general  malaise. 


During  interviews  marines  frequently  complained  about  the 
base  (Camp  Lejeune)  and  their  inability  to  change  duty 
stations,  while  sailors  complained  about  dress  regulations 
and  the  way  civilians  treated  them. 


The  role  of  social  life  in  influencing  attrition  may  be 
similar  to  the  role  of  other  factors  examined  in  this 
study:  namely,  it  functions  primarily  as  a cause  of 

dissatisfaction  which  sets  the  stage  for  the  attriter's 
reaction  to  a more  specific  factor.  There  are  several 
findings  to  support  this  possibility. 


First,  among  men  in  the  fleet,  attriters  go  home  more  often 
than  adjusted  men,  and  they  are  far  more  likely  to  go 
without  proper  authorisation.  Secondly,  attriters  are  less 
likely  than  adjusted  men  to  have  a oar  on  base.  (It  is  a 
reasonable  assumption  that  having  a car  at  Camp  Lejeune  or 
Great  Lakes  enchances  one's  opportunity  for  a more  inter- 
esting social  life.)  Although  this  finding  may  be  distorted 
somewhat  by  the  fact  that  some  attriters  in  the  study  were 
apprehended  by  the  F.B.I.  and  delivered  to  base,  it  is  doubt- 
ful if  they  could  account  for  the  large  percentage  differences. 
In  addition,  among  the  adjusted  men,  those  who  do  not  have  a 
car  are  more  often  dissatisfied.  Table  31  below  presents  the 
data  on  this  factor. 


Table  31 

Percent  Having  a Car  on  Base 


Marines  Navy 

12%  16% 

51%  32% 


Attriters 

Dissatisfied  Adjusted 
Satisfied  Adjusted 
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58% 


36% 


Employment  and  Educational  OpportUiUtles 


Compared  to  adjusted  men,  attritere  are  only  slightly 
less  interested  in ^obtaining  additional  education. 

Generally,  about  8S%  of  all  interviewees  said  they  expect 
to  obtain  some  additional  education!  For  each  group 
except  the  Navy  recruits,  the  differences  in  expectation 
between  attriters  and  adjusted  men  are  small.  Among  Navy 
recruits,  only  66%  of  the  attriters  said  they  expect  to 
receive  more  education,  compared  to  92%  of  the  adjusted 
in  this  group.  About  30%  of  all  respondents  who  expect 
more  education  said  they  wanted  to  go  to  a technical  school. 

Thus,  there  is  no  indication  that  attriters  are  more 
interested  than  adjusted  men  in  seeking  educational 
opportunities.  Additionally,  from  the  interview  responses 
there  is  no  indication  that  men  leave  the  service  because 
of >the  unavailability  of  educational  opportunities. 

Opportunity,  or  lack  of  opportunity,  for  employment,  does 
not  nave  an  overt  Influence  on  attrition. There  is  no 
difference  in  the  reaction  of  attrliers  and  adjusted  men 
toward  employment  opportunities,  in  Chapter  III,  it 
was  pointed  out  that  attriters  were  as  likely  as  adjusted  men 
to  have  been  employed  prior  to  enlisting,  and  that  not 
having  a job  was  not  an  important  reason  for  either  group 
in  their  decision  to  enlist.  Most  recruit  attriters* 

(about  70%)  said  in  interviews  that  if  they  had  attended  a 
service  school  it  would  have  helped  their  opportunities 
for  employment.  However,  most  recruit  attriters,  as  well 
as  regular  duty  attriters,  feel  their  civilian  job  oppor- 
tunities are  good  anyway. 

Although  there  could  be  an  element  of  cognitive  dis- 
sonance in  the  attriters'  optimism  concerning  employment 
opportunities,  the  threat  of  unemployment  does  not  appear 
to  be  a serious  deterrent  to  the  desire  to  leave  the 
military.  In  fact,  some  attriters,  especially  those  with 
family  problems,  said  they  went  UA  because  they  feel  they 
could  make  more  money  in  a civilian  occupation. 


Whether  or  not  unemployment  rates  in  the  larger  society 
have  an  effect  on  enlistment  rates  or  attrition  rates  can 
not  be  determined  by  the  present  study.  Such  an  analysis 
should  be  conducted  using  aggregate  data.  The  findings 
herein  indicate  that,  if  such  an  effect  exists,  it  is 
not  pronounced  in  the  minds  of  the  men. 
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Drugs  and  Alcohol 


Drugs  and  alcohol  are  cited  as  oauses  of  attrition  falrl 
o£'^:en  hy  regular  duty  men,  but  rarely  by  racrulti.  ?Sp 
proximately  22%  of  Navy  and  13%  of  Marine  regular  duty 
attrlters  interviewed  said  drugs  and/or  alcohol  are  direct 
causes  of  their  attrition,  whereas  only  3%  of  Marine  and 
no  Kavy  recruit  attrlters  cited  these  causes. 
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VI . SUPERVISORS'  OPINIONS  AND  RECOMMENDATIONS  CONCERNING 

mi^'tfioN — — 


Relatively  email  samples  of  supervisors  (see  Table  1)  from 
the  same  units  as  enlisted  men  respondents  were  Interviewed. 
The  questionnaires  contained  both  precoded  and  open-ended 
questions.  The  Issues  covered  were  similar  to  those  covered 
In  the  adjusted  and  attrlter  surveys. 


Background  Infomatlon  obtained  In  the  Interviews  Is  sum- 
marized below  In  Table  32.  Although  the  samples  are  too 
small  to  permit  reliable  generallzat  ns,  whenever  pro- 
nounced differences  In  responses  appear  between  supervisors 
having  different  background  characteristics,  these  dif- 
ferences are  noted. 


Table  32 


Characteristics  of  Supervisors 


Recruit  Supervisors 
Marines  Navy 

Regular 

Marines 

Duty 

Navy 

Average  age 

27 

34 

29 

31 

Years  In  service 

8.6 

15.3 

9.9 

12.4 

Percent  with  combat 
experience 

47% 

70% 

74% 

55% 

Percent  volunteered 
for  training  duty 

73% 

45% 

X 

X 

Months  experience  as 
training  supervisor 

<12 

34 

X 

X 

Number  of  assignments 
as  a supervisor 

X 

X 

8.7 

12 

N 

(15) 

(20) 

(35) 

(40) 

i 


I 


I 


I 
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Supervisors  Perception  of  Attrition  Causes 


Most  recruit  supervisors  believe  that  pocr  recruiting  Is 
responsible  tor  most  atferlilon  of  recruits.  This  is  true 
ot  both'  drill  instructors  and  company  commanders.  They  feel 
the  defects  of  recruiting  are  threefold!  recruiters  irre- 
sponsibly enlist  men  who  should  not  be  enlisted i most  men 
are  poorly  prepared  as  to  what  to  expect  in  training;  and 
enlistees  are  given  too  many  false  promises. 
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In  the  other  reasons  mentioned,  recruit  supervisors  at- 
tribute the  problem  to  personal  deficiencies  of  recruits 
as  frequently  as  they  attribute  it  to  organisational 
factors.  These  supervisors,  especially  company  com 
manders,  have  favorable  opinions  about  the  abilities  of 
their  peers,  for  they  rarely  cite  bad  leadership  as  a 
factor  affecting  attrition  among  recruits. 


Among  supervisors  in  the  Navy,  most  patty  officers  cite 

foor  preparation,  while  Marine  sergeants  Frequently  cite 
ax  discipline  and  poor  preparation,  as  root  oauBeB  of  'a't'- 
trition.  In  the  Navy,  petty  officers  >iave  frequent  exper- 
iences "with  discontented  men  who  had  expected  to  be  at 
another  place  doing  another  job.  Sergeants  in  the  Marines 
also  experience  this  to  some  extent,  but  their  main  concern 
is  with  the  lack  of  discipline  and  the  ease  with  which  men 
are  able  to  exit  the  service.  Petty  officers  do  not  feel 
there  is  a lack  of  discipline  in  the  Navy,  but  most  feel 
attrition  is  caused,  in  part,  by  lack  of  self  discipline 
and  the  immaturity  of  the  attriter. 


Approximately  one-third  of  these  supervisors  feel  that 
poor  leadership  is  a main  factor  causing  problems. 

This  occurs,  they  said,  because  the  supervisors  them- 
selves are  not  properly  prepared  for  training  men. 
Table  33  presents  the  supervisors*  views  on  causes  of 
attrition. 


Drill  instructors  and  company  commanders  feel  recruits' 
preparation  is  most  inadequate  concerning  details  about 
the  type  of  behavior  that  is  punishable  by  discharge  and 
the  type  of  schedule  followed  .^n  training.  Few  regular 
duty  supervisors  believe  men  ce.ilng  Into  operating  units 
receive  sufficient  instructions  in  recruit  training. 

This  is  especially  true  of  Marine  supervisors.  It  Is 
felt  that  the  men  are  least  prepared  In  regard  to  applica- 
tion procedures  for  change  ot  job  assignment  or  for  train- 
ing schools,  and  what  arrangements  are  made  for  dependents' 
well-being.  The  majority  of  Marine  supervisors  believe 
recruits  are  taught  enough  about  how  to  file  a complaint 
against  a supervisor. 
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In  an  effort  to  gain  some  understanding  of  why  attrition 
is  higher  among  less  educated  men,  supervisors  were  asked 
if  non-high  school  graduates  are  dissatisfied  for  different 
reasons  than  high  school  graduates.  Approximately  half 
of  the  supervisors  said  the  causes  of  dissatisfaction  are, 
in  fact,  different.  They  suggest  that  more  educated  men 
find  service  life  easier  because  they  are  more  ambitious 
and  goal  oriented,  and  are  able  to  handle  discipline  and 
harassment  more  easily. 


Table  33 

Supervisors'  Opinions  of  Factors  Causing  Attrition 


Recruit 


Regular  Out's 


Marine 



Navy 

Marine 

— r~ 

Navy 

— ir 

Poor  preparation 

60 

90 

34 

65 

Lack  of  self- 

discipline 

27 

30 

29 

58 

Regulations  too 

lax 

7 

10 

37 

18 

Poor  leadership 

13 

5 

29 

35 

Training/job 

assignment 

27 

35 

26 

28 

Conflicts  with  other 

men 

- 

10 

11 

10 

Drugs  and  alcohol 

7 

5 

6 

5 

Personal  problems 

20 

50 

11 

20 

Dissatisfaction 

with  MOS 

- 

15 

3 

10 

Other 

— 

- 

6 

13 
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B.  Supervlaors*  RaconunendatlonB  for  Reducing  Attrition 


Tha  topic  of  recommendations  was  handled  In  several  ways. 
First,  supervisors  were  asked  what  their  policies  are  for 
handling  troublesome  men.  Second,  their  opinion  toward 
several  current  organizational  policies  and  practices  was 
solicited.  Next  they  were  asked  to  evaluate  a number  of 
suggested  policy  changes  aimed  at  reducing  attrition. 
Finally,  the  supervisors  offered  their  own  suggestions 
about  how  to  reduce  attrition. 


supervisors  in  the  fleet  prefer  to  keep 

ervlsors 


Generali 
respons 


are 


eet  supervisors  said  they  would  prefer  to  keep  men  with 
bad  attitudes  in  their  unit,  as  opposed  to  sending  them 
to  a special  unit.  Most  of  these  supervisors  said  their 
current  practice  is  to  give  men  having  bad  attitudes 
more  responsibility  to  see  if  this  improves  their  at- 
titudes. 


Two-thirds  (67%)  of  the  drill  instructors  but  only  40%  of 
the  company  commanders  said  they  would  prefer  to  send  men 
to  special  motivational  units.  About  50%  of  each  group 
said  they  assign  men  with  bad  attitudes  to  leadership 
positions  to  see  if  this  improves  their  attitudes. 


The  ma:)ority  of  supervisors  interviewed  said  their  units 


ave  had  "rap  sessions"  and  these  sessions  have  been  worth- 


while. However,  the  respondents  unanimously  rejected  a 
proposal  for  rap  sessions  which  would  involve  only  recruits 
and  their  commanding  officers.  There  is  even  strong  oppo- 
sition to  a suggestion  of  rap  sessions  involving  only  re- 
cruits and  the  unit's  senior  NCO.  It  is  not  determined 
why  the  supervisors  are  opposed  to  rap  sessions  which  would 
not  include  them. 


The  majority  of  supervisors  are  not  in  agreement  with  the 
current  Marine  Corps/Navy  policy  tor  handling  men  who  are 


ehaviorai  pr^Iems.  Exactly  60%  of  recruit  supervisors 
in  both  services  and  exactly  70%  of  fleet  supervisors  in 
both  services  said  they  would  like  to  see  men  handled  dif- 
ferently. 
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The  change  reconunended  most  frequently  by  recruit  leaders 
is  for  more  discipline.  Very  few  suggest  increased 
counseling  or  a more  positive  approach.  In  fact,  60% 
believe  that  more  men  should  be  attrited.  However,  MCO's 
in  the  fleet  are  split  in  their  preference  for  positive 
and  negative  reinforcement.  About  20%  of  these  super- 
visors said  chere  is  a need  for  more  counseling,  and  about 
50%  feel  more  men  should  be  attrited. 


Over  90%  of  supervisors  favor  requiring  recruits  with 
o use  the  chain  of  command  rather  than  al- 

_ . . tKITTs 

obviously  one  Marine  Corps/Navy  policy  that  is  widely 
favored  by  NCO's. 


Concerning  the  issue  of  complaints,  supervisors  wore 
asked  what,  in  their  opinion,  best  describes  how  en- 
listed men  feel  about  making  complaints  against  their 
supervisors.  The  answer  choices  presented  were  the  same 
offered  to  recruits  (see  Table  23) . Somewhat  surprisingly, 
with  the  exception  of  drill  instructors,  the  supervisors' 
responses  are  not  too  different  from  the  responses  of 
enlisted  men.  The  supervisors'  responses  are  presented  in 
Table  34  below. 


Table  34 

Perceived  Results  of  complaining  about  Supervisors 


Results 


Recruit 

Supervisors 


Marines  Nav 


Navy 


Regular  Duty 
Supervisors 


Marines  Nav; 


Navy 


Supervisor  reprimanded,  and 
nothing  happen  to  recruit 

Supervisor  reprimanded,  but 
recruit  would  be  harassed 

Nothing  happen  to  supervisor, 
but  recruit  would  be  harassed 

Other/don't  know 


57 

45 

9 

18 

21 

10 

54 

40 

14 

40 

34 

40 

7 

5 

3 

_3 

99 

100 

100 

101 

(15) 

(20) 

(35) 

(40 
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Total 
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cruit  company  coramande 


Human  RelatlonB  Council  and  clagaes.  Seventy-five  ( 
percent  agree  the  classes  cause  more  problems  than  they 
solve.  About  60%  feel  that  they,  the  company  commanders, 
should  be  given  more  Input  Into  what  Is  covered  in  these 
classes.  If  it  were  their  prerogative,  half  would  dis- 
continue the  classes. 


The  dislike  for  the  Human  Relations  Council  Is  related 
to  what  is  apparently  perceived  as  their  naivete.  Eighty 
percent  of  recruit  leaders  believe  that  the  Human  Relations 
Council  does  not  really  understand  how  difficult  a company 
commander's  job  is.  Most,  however,  do  not  feel  that  the 
council  is  biased  against  company  commanders. 


Recruit  supervisors  believe  that  better  recruiting  would 


e most  effective  way  to  reduce  attrition,  in 

answering'  both  the  open-ended  and '"tKe  choice  selection 
questions,  recruit  supervisors  almost  unanimously  agree 
that  better  screening  of  recruits  for  acceptable  attitudes 
and  mental  abilities  would  greatly  reduce  attrition. 

(See  Table  3SA) . Most  also  feel  that  they  should  be 
given  more  authority  in  deciding  how  troublesome  recruits 
are  handled.  About  half  feel  that  stricter  discipline 
standards  would  be  effective  in  reducing  the  attrition  of 
recruits. 


A maioritv  of  supervisors  in  the  fleet  said  attrition 


e reduced  significantly  if  lob  assignments  were 


more  interesting.  Like  the  recruit  leaders,  mos 
these  men  fl eel  that  better  screening  of  men  before  they 
come  into  the  fleet  would  be  an  effective  way  of  cutting 
attrition.  Eighty-nine  percent  (89%)'  of  Marine  MCO's  said 
attrition  would  decline  if  more  men  received  school 
training  to  increase  their  job  skills. 


Supervisors  generally  do  not  agree  that  a reduction  in 
harassment  would  lead  to  a reduction  in  attrition.  Nor 
do  they  think  that  increased  emphasis  on  rehabilitation 
and  less  emphasis  on  discipline  would  make  a significant 
contribution.  Contrary  to  expectations,  recruit  super- 
visors do  not  feel  it  would  reduce  attrition  if  they  were 
given  more  responsibility  for  schedule  planning.  Tables 
35A  and  35B  present  the  supervisors'  reactions  to  sug- 
gested changes. 
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Recruit  supervlsora  are  moderately  In  favor  of  giving 
recruits  a more  thorough  orientation  prograin.  Drill 
inatructors  and  company  corninanclers  were  asked  if  they  ,, 

think  it  would  help  to  eliminate  problems  i£^  at  the  ‘i 

beginning  of  training,  recruits  were  given  an  extensive 
orientation  including  a complete  schedule  of  things  ' 

to  be  covered  in  training.  Slightly  less  than  50%  of 
the  supervisors  said  they  think  such  a program  would 
be  preferable  to  the  present  system. 


Supervisors  are  not  in  favor  of  segregating  men 
aooording  to  their  educational  backgrounds . Sven 
tHbugh  many  supervisors  recognize  13Rat  men  with 
different  levels  of  education  have  different  types 
of  problems,  they  are  very  much  opposed  to  a suggestion 
of  putting  men  with  different  educational  levels 
in  separate  quarters.  Over  90%  of  the  supervisors 
feel  that  man  with  different  educational  levels  should 
be  mixed  together. 


One  final  topic  about  which  supervisors  were  questioned 
was  career  counseling.  They  were  asked  how  favorable 
they  are  toward  different  suggestions  for  administering 
career  counseling  to  enlisted  men  under  their  command. 
Basically,  four  different  suggestions  were  presented, 
each  of  which  gave  the  responsibility  to  a different 
level  supervisor.  The  four  options  for  counseling 
administration  wares  each  supervisor,  one  deilgnatod 
NCO  in  each  unit,  one  officer  in  each  unit,  and  a career 
counseling  office. 


NCO*s  in  the  fleet  believe  that  career  counseling  would 
best  he  handied  NCO  supervisor.  Reoruli  trarning 

supervisors,  however,  “Have  mixed  opinions ii  The  super- 
visors  in  the  fleet  are  most  in  favor  of the  options 
involving  them  and  least  in  favor  of  the  option  involving 
a career  counseling  office.  Among  recruit  supervisors, 
drill  instructors  are  opposed  to  most  suggaitions  for 
career  counseling,  but  company  commanders  are  receptive 
to  the  suggestions  that  either  they  themselves  do 
it  or  a career  counseling  office  handle  it.  The 
responses  of  fleet  supervisors  are  presented  in  Table  36A, 
and  the  responses  of  recruit  supervisors  are  presented  in 
Table  36B. 
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Table  36A 

Regular  Duty  Superviaora'  Attitudes  Toward 
Alternatlva  Counseling  Programs* 


Each  Gunnery  Sergeant  or  CPO  should 
schedule  meetings  with  his  men  and 
tell  them  what  he  knows  about  op- 
portunities In  the  fleet 

One  Gunnery  Sergeant/CPO  in  each  unit 
should  be  trained  in  career  counsel- 
ing and  the  men  should  meet  with  him 

One  officer  in  each  unit  should  be 
trained  in  career  counseling  and  men 
should  meet  with  him 

The  men  should  be  sent  to  a career 
counseling  office  for  any  counsel- 
ing they  require 


Regular  Duty  Supervisors 


Sergeants  Petty  Officers 
% % 


Table  36B 

iors*  Attitudes  Toward  Alternative 
dbuneeling  Prbgran^ 


Tested  Programs 


Recruit  Supervisors* 

Drill  Company 

Instructors  Commanders 

I % 


Each  drill  instructor/oompany  commander 
should  schedule  meetings  with  his  recruits 
and  tell  them  what  he  knows  about  op- 
portunities in  the  fleet  46 

One  drill  instruotor/company  commander 

in  each  battalion/aeries  should  be  trained 

in  career  counseling  and  the  recruits 

should  meet  with  him  34 

One  officer  in  each  series/battalion  should 
be  trained -In  career -oounseling  and  recruits 
should  meet  with  him  54 

The  recruit  should  be  sent  to  the  career 

counseling  office  for  any  additional 

counseling  he  requires  33 

* Figures  are  the  percent “saying  they  would  strongly  or 
slightly  favor  the  suggested  program. 
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C . compatibility  of  Supervisora*  and  Enlisted  Men's  Views 


Conoernlng  the  relative  Importance  of  factors  Influencing 
attrition,  supervisors  and  enlisted  men  are  consistent 
on  some  factors  but  inconsistent  on  others.  Their  views 
are  most  compatible  on  the  Importance  and  effects  of  the 
following  factors! 


e Inadequate  preparation 
e Fast  pace  In  recruit  training 
e Job  training 
a Regimentation 
e Duty  assignments 
e Physical  training 
e Drugs 

Both  groups  feel  that  drugs  and  alcohol  are  of  only 
secondary  Importance,  while  the  other  factors  listed  are 
of  major  Importance.  They  both  also  believe  that  changes 
In  preparation  and  job  assignments  would  make  significant 
contributions  toward  reducing  attrition. 


The  areas  of  least  compatibility  revolve  around  the 
authority  of  the  supervisor.  The  several  facets  of 
this  authority  — all  of  which  elicit  inconsistent 
views  — arei 


e Harassment 

e Use  of  th*'  chain  of  command 
e Discipline  and  punishments 


Enlisted  men,  especially  attriters,  perceive  much  of  the 
supervisor's  behavior  as  harassment,  and  It  Is  a major 
source  of  stress  to  them.  Supervisors,  on  the  other 
hand,  see  their  behavior  as  enforcing  regulations. 
Enlisted  men  believe  there  are  too  many  regulations  and 
too  many  supervisors)  as  they  see  It,  every  aspect  of 
their  life  oan  be  dominated  by  one  regulation  or  another. 
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They  feel  that  supervlsorB  have  the  discretion  of  not 
enforcing  many  regulations,  but  they  do  enforce  them 
merely  to  harass  the  enlisted  man.  There  is  obviously 
a oommunloatlon  gap  here  about  what  oonstltutea  harassment. 

The  enlisted  men,  especially  those  who  have  complaints 
against  their  superiors,  prefer  not  to  use  the  chain 
of  command.  Supervisors,  on  the  other  hand,  are  over- 
whelmingly In  favor  of  maintaining  this  procedure.  This 
result,  along  with  others  found  throughout  the  study, 
Indicates  that  supervisors  are  very  reluctant  to  see 
enlisted  men  circumvent  them  and  go  to  a higher  authority. 


Supervisors  generally  feel  that  the  answer  to  most  oases 
of  non-oonformlty  or  misconduct  Is  to  enforce  more  dis- 
cipline or  punish  the  offender.  They  rarely  Indicate  that 
more  counseling,  sympathy,  or  easing  of  regulations  Is 
needed.  Attriters,  especially  among  recruits,  feel  just 
the  opposite.  They  think  someone  should  have  been  more 
concerned  about  their  problems. 
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VII.  SUMMARY  OF  FACTORS  INFLUENCING  ATTRITION  OF  DIFFERENT 
GROUPS 


Recruit  and  Regular  Duty  Differences 


The  process  of  attrition  Is  different  for  recruits  and 
men  In  the  fleet.  Typically,  recruit  attr Iters  are 
men  who  did  not  plan  adequately  and  who  knew  vary  little 
about  what  to  expect  In  recruit  training.  The  combined 
effects  of  a rapid  training  pace,  exhaustive  physical 
training,  depersonalization,  rigid  standards  for  what 
seems  like  purposeless  behavior,  and  unanticipated 
classroom  pressures  — the  affects  of  these  produce 
something  akin  to  a cultural  shook  for  the  recruit. 

What  they  experience  does  not  seem  to  be  related  to 
their  reasons  for  joining. 


Some  of  these  recruit  attrlters  try  to  adjust,  but  fall. 
Many  others,  however,  become  actively  or  passively 
aggressive;  they  either  quarrel  with  their  supervisors 
or  do  not  try  to  conform.  Their  aggressiveness  seems 
to  result  from  bewildering  frustration.  Their  responses 
indicate  they  feel  their  manliness  and  self-esteem  are 
challenged,,  but  they  see  it  as  an  unfair  challenge 
because  they  do  not  have  the  right  to  be  assertive  and 
defend  themselves.  They  would  rather  be  discharged 
than  continue  In  this  situation,  but  their  preference  Is 
to  "be  treated  properly"  and  to  learn  a skill. 


Most  attrlters  in  the  fleet  prefer  to  be  discharged. 

Unlike  the  recruit  attrlters,  these  regular  duty  men 
feel  that  they  know  how  the  Marine  Corps/Navy  operates. 

They  are  dissatisfied  with  their  situation  and  are 
pessimistic  about  their  chances  to  Improve  It.  They 
express  dissatisfaction  with  one  or  more  of  the  fol- 
lowing: their  job  assignment,  their  training,  the 

way  they  are  treated  by  supervisors,  and  the  regimentation. 


The  attrition  of  men  In  the  fleet  usually  results 
from  deliberate  misconduct,  ''''peclally  going  AWOL. 

The  misconduct  Is  frequently  related  to  non-mllltary 
factors  such  as  family  problems.  Rather  than  suffer 
the  punishment  for  their  misconduct  these  men  frequently 
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prefer  to  remain  AWOL  or  leave  the  service  altogether. 
Their  decision  is  based  in  large  part  on  the  fact 
that  they  do  not  see  any  benefit  to  remaining  in  the 
service. 


Regular  duty  attriters  frequently  feel  justified  in 
attriting  because  they  believe  they  either  have  not 
received  what  was  promised  to  them,  or  they  have 
been  treated  unjustly  by  a superior. 


Among  attriters  in  the  fleet,  men  in  the  service 
less  than  18  months  differ  from  men  in  18  months 
or  longer  on  some  reasons  for  dlssatlsf action.  The 
less  experienced  men  express  greater  dissatisfaction 
with  their  rank  and  also  with  their  job  assignments, 
both  ship  and  shore.  The  more  experlenoed  men  are  more 
often  dissatisfied  with  their  supervisors'  attitudes, 
are  more  often  married,  and  are  less  likely  to 
believe  they  could  receive  satisfaction  by  complaining 
about  a superior. 


Marine  Corps  and  Navy  Differences 


There  are  more  similarities  than  differences  between 
Marine  and  Navy  attriters  in  their  reasons  for  at- 
triting. The  differonoes  that  exist  are  more  a matter 
of  degree  than  of  kind. 


In  recruit  training,  ability  to  handle  classroom 
instructions  is  more  important  in  the  Navy.  Also 
more  Important  in  the  Navy  is  having  signed  up  for  a 
training  (Class  A)  school.  Recruits  who  do  not  sign  up 
for  a school  and  have  difficulty  reading  are  much  more 
likely  to  become  attriters  in  the  Navy  than  similar 
recruits  in  the  Marines. 

Another  factor  that  is  more  highly  correlated  with 
attrition  among  Navy  recruits  than  among  Marino  recruits 
is  the  men's  perception  of  the  complaint  process. 

Navy  recruit  attriters  are  more  likely  to  say  they 
would  be  harassed  if  they  complained  about  a supervisor. 
They  are  also  more  likely  to  say  there  is  no  one  to 
whom  they  could  take  their  complaints. 
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Apparently,  If  a recruit  has  bad  rapport  with  his 
training  leader,  this  is  lively  to  lead  to  greater 
alienation  in  the  Navy  than  in  the  Marine  Corps. 


in  the  fleet,  there  are  several  factors  that  affect 
marines  and  aa'' lore  differently.  Not  having  attended  a 
training  school  has  more  effect  on  marines.  However,  not 
receiving  the  particular  job  one  expected,  or  working 
at  an  exhausting  job  aboard  ship,  has  more  effect  on 
sailors.  Marines  in  the  fleet  more  often  complain 
about  their  rank  and  pay.  Being  married  leads  to  a 
much  greater  attrition  risk  in  the  Navy.  And, 
finally,  sailors  are  more  likely  than  marines  to 
say  problems  with  supervisors  are  the  cause  of  their 
attrition. 


Differences  Between  Blacks  and  Whites 


Within  each  branch  of  the  service,  black  and  white  at- 
tritera  have  different  background  oharacterlstics.  Bach 
racial  group  possesses  some  characteristics  that  are 
correlated  with  attrition.  Blacks  more  often  come  from 
a lower  socioeconomic  background,  have  one-parent  families 
were  not  in  the  delayed  enlistment  program  and  say 
they  were  less  fully  informed  by  recruiters  about  what 
to  expect.  Whites,  on  the  other  hand,  have  more  pra- 
servica  arrests,  give  less  forethought  to  enlisting, 
were  less  fully  committed  to  completing  their  enlistment 
at  the  time  they  enlisted,  and  are  slightly  less  likely 
to  have  completed  high  school. 


There  are  three  principal  organizational  features  that 
cause  blacks  more  dissatisfaction  than  whites.  The 
first  is  school  attendance.  Blacks  are  less  likely 
to  sign  up  for  a training  school  and  less  likely  to 
attend  one. 


The  second  feature  probably  results  from  this  first 
feature.  Blacks  more  often  complain  about  the  nature 
of  their  job  assignment.  This  is  espeoially  true  in 
reference  to  shipboard  assignments.  Blicks  are  twice 
as  likely  as  whites  (14%  vs.  7%)  to  say  their  ship- 
board assignment  is  the  most  dissatisfying  feature  of 
military  life. 
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The  third  organizational  characteristic  that  affects 
whites  and  blacks  differently  is  the  relationship 
with  supervlBors.  This  is  more  a matter  of  degree 
than  kind.  Blacks  express  more  dissatisfaction  with 
their  supervisors  and  more  frequently  respond  that 
their  supervisor  did  something  that  they  believe 
should  have  been  reported.  Blacks  are  less  likely  than 
whites  to  say  they  had  been  given  a break  by  a superior. 
They  also  more  often  report  being  falsely  accused 
of  something. 


Black  recruit  attriters  in  the  Navy  are  somewhat  of 
an  exception  to  what  has  been  said  abo*'e.  They  are 
less  likely  than  whites  to  complain  of  harassment. 


Although  black  attriters  generally  have  more  complaints 
than  whites/  they  are  more  likely  than  white  attriters 
to  say  they  want  to  remain  in  the  service,  consistent 
with  this,  they  also  say  they  are  more  embarrassed 
than  whites  about  receiving  a discharge  that  is  not 
Honorable. 


White  attriters  in  the  fleet  complain  more  about 
the  social  life  available  to  them. 


The  impression  one  receives  from  reading  the  question- 
naire responses  is  that  blacks  have  more  difficulty 
than  whites  in  communicating  their  needs  and  problems. 
Blacks  are  as  anxious  to  go  to  school  but  they  do  not 
rpply  as  often.  They  do  not  obtain  complete  information 
from  the  recruiter/  and  they  obviously  have  misunder- 
standings with  their  supervisors.  They  seem  to  have  a 
greater  tendency  to  go  AWOL  without  first  trying  to 
settle  their  problems  by  discussing  them  with  someone. 


These  differences  between  white  and  black  attriters  are 
presented  in  Table  37. 


Tablt  37 

Dlffttrenoea  B«twd«n  Blaolc  and  Whlta  Attrltara 


Fathara  ara  unaklllad  laborars 
or  not  In  labor  foroa 

Both  paranta  not  at  homa 

High  aohool  graduata 

Pra-aarvloa  arraata 

In  dalayad  anllatmant  program 

Qava  a month  or  mora  fora- 
thought  to  anliatlng 

Expaotad  to  oomplata  anllat- 
mant 

Attandad  training  aohool 

Moat  dlaaatiaflad  with  job 
aaaignmant 

Dlaaatiaflad  with  auparviaor 

Suparvlaor  did  aomathlng 
raportabla 

aivan  a braak  by  auparviaor 
Falaaly  aoouaad 
Prafar  to  ramaln  in  aarvioa 
Bmbarraaaad  about  dlaoharga 


Raorulta 

Ragular  Duty 

Black 

t^hita 

Black 

VThita 

% 

% 

% 

% 

(42) 

(168) 

(89) 

(236) 

49 

42 

45 

43 

71 

46 

60 

42 

60 

61 

56 

41 

21 

23 

19 

32 

15 

49 

26 

30 

55 

46 

62 

45 

79 

59 

- 

mm 

X 

X 

34 

62 

X 

X 

9 

5 

50 

44 

58 

57 

43 

37 

80 

61 

33 

37 

36 

58 

57 

34 

52 

43 

33 

14 

24 

14 

59 

54 

34 

29 
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Educational  Group  Dlfferances 


Level  of  educational  attainment  is  highly  correlated 
with  attrition  for  every  group  except  Marine  recruits. 
Education  is  important  not  only  because  it  provides 
the  enlistee  with  basic  skills  necessary  to  meet  standards, 
but  also  because  it  is  related  to  other  conditions 
affecting  attrition.  Attriters  who  are  not  high  school 
graduates  are  less  likely  to  be  in  the  Delayed  Enlistment 
Plan.  They  also  enlist  for,  and  attend  training  schools 
less  often. 


What  was  said  earlier  about  differences  between  blacks 
and  whites  in  communicating  needs  and  problems  also  applies 
to  attriters  with  different  levels  of  education.  That  is, 
the  less  educated  attriters  — those  who  are  not  high 
school  graduates  <-*•  are  less  likely  to  communicate  their 
needs  before  going  AWOL.  Compared  to  high  school  graduates, 
non-graduates  less  often: 


e Make  personal  requests 
e Ask  for  counseling 
e Complain  about  a supervisor 
e Apply  for  a change  of  duty 

e Believe  they  can  obtain  satisfaction  if  they  file 
a complaint. 


Graduates  and  non-graduates  do  not  appear  to  be  affected 
differently  by  any  major  organizational  factors.  There 
is  a tendency  for  graduates  in  each  branch  to  be  more 
dissatisfied  with  the  social  life  and  non-graduates  to 
be  more  dissatisfied  with  dress  regulations,  but  these 
differences  do  not  appear  to  be  symptomatic  of  any 
important  problems  faced  by  the  two  groups. 


Even  though  high  school  dropouts  have  high  rates 
of  attrition,  there  are  still  many  dropouts  that  meet 
service  standards  and  complete  their  enlistmenc  obligations. 
Why  do  some  make  it  and  others  fail  to  make  it?  In  an 
attempt  to  answer  this  question  a oomparativu  analysis 
was  made  of  the  responses  of  adjusted  non-graduates  and 
attriting  non-graduates.  The  results  indicate  that  a 
combination  of  background  characteristics  and  organizational 
experiences  accovmt  for  the  differences. 
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From  the  analysis,  one  receives  the  Impression  that  there 
are  two  general  types  of  high  school  dropouts  who  enter 
the  service.  One  type  consists  of  men  who  lack  ambition 
and  have  not  set  goals  for  themselves.  The  other  type 
consists  of  men  who  are  ambitious,  have  goals,  and  make 
plans  to  attain  these  goals.  They  see  the  Marine  Corps/ 
Navy  as  an  opportunity  — in  many  cases , probably  a 
better  opportunity  than  was  offered  at  school.  This 
latter  type,  of  course,  becomes  the  adjusted  recruit. 
Support  for  this  suggested  typology  comes  from  several 
responses:  the  adjusted  non-graduates  are  more  likely 

to  have  been  employed  prior  to  enlisting  (48%  vs.  31%); 
they  more  often  plan  to  obtain  additional  formal 
education  (96%  vs.  79%);  they  enlist  for  a training 
school  more  often  (57%  vs.  23%) ; and,  if  In  the  fleet, 
they  are  more  likely  to  have  attended  a training  school 
(78%  vs.  50%  — Marines  only). 
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VIII.  RECOMMENDATIONS  FOR  FURTHER  RESEARCH 


VIII.  RECOMMENDATIONS  FOR  FURTHER  RESEARCH 


The  study  clearly  indicates  a connection  between  a number 
of  organizational  factors  and  attrition.  During  the 
study,  however,  certain  other  factors  which  appear  to  be 
tied  to  attrition  came  to  light.  These  issues  could  not 
be  examined  further  since  they  are  outside  the  scope  of  the 
study.  Since  their  relationship  to  the  attrition  problem 
is  evident,  it  seems  that  further  research  into  these 
factors  would  be  productive  in  the  construction  of  a data 
base  from  which  the  Navy  can  develop  management  options  to 
gain  control  of  the  early  attrition  problem.  These  areas 
recommended  for  further  study  are  outlined  below. 


A.  Recruit  Information  and  Orientation 


The  study  indicates  that  many  first-term  enlisted 
personnel  consider  the  information  they  received 
from  the  recruiter  about  prospects  for  personal 
success  in  the  Navy/Marine  Corps  environment  to  be 
incomplete  and/or  misleading.  They  also  say  that 
they  were  inadequately  prepared  for  the  rigorous 
training  and  discipline  they  encountered  during 
recruit  training.  In  some  cases,  the  serviceman 
believes  that  a breach  of  promise  was  made.  He 
therefore  feels  this  is  sufficient  moral  justifica- 
tion for  not  completing  his  obligated  service. 


e The  current  recruit  information  and  orientation 
programs  should  be  closely  examined  to  determine 
exactly  what  information  and/or  impression  are 
being  conveyed. 


B.  Counseling 


Approximately  60  to  70  percent  of  the  attriters  inter- 
viewed did  not  receive  counseling  when  the  difficulties 
which  led  to  their  attrition  first  arose.  Of  this 
group,  nearly  half  feel  counseling  would  have  been 
helpful. 

e Research  should  be  conducted  into  the  availability, 
administration,  and  use  of  counseling  programs. 
Specifically,  the  differences  in  the  type  and 
amount  of  programs  between  the  units  with  low 
attrition  rates  and  those  with  high  rates  should 
be  compared. 
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• The  research  should  Include  an  analysis  of  the 
attitudes  of  men  subsequent  to  receiving 
counseling  to  determine  the  effectiveness  of 
counseling  relative  to  reducing  early  attrition. 


C . Attrition  Data  Bank 


1 


The  Navy  and  Marine  Corps  do  not  maintain  specific  and 
readily  available  data  banks  of  information  on  attriters 
relative  to  both  the  perceptions  of  the  individual 
and  his  supervisors  as  to  the  root  cause  of  his  early 
attrition.  This  information  would  be  helpful  in  devel- 
oping management  options  to  gain  control  of  the  early 
attrition  problem. 


e A standardized  questionnaire  should  be  developed 
and  administered  to  attriters  who  are  about  to 
be  separated  from  the  service  as  part  of  tha 
exit  procedure.  The  guesticnnaire  should  inquire 
into  the  causes  of  the  attrition  and  what  both 
the  attriter  and  his  supervisor  feel  might  have 
been  done  to  preclude  his  attrition. 


e The  data  from  the  questionnaire  should  then  be 
compiled  and  summarized  to  indicate  command  areas 
of  difficultyi  etc. 


D.  Supervisory  Personnel/First  Term  Enlistee  Personality 
Conflicts 


The  study  clearly  indicates  that  conflicts  with  NCO  super- 
visory personnel  contribute  to  first-term  early  attrition. 
What  are  commonly  Identified  as  personality  conflicts 
frequently  involve  disagreements  over  values,  goals,  and 
especially,  norms. 

e Research  should  be  conducted  to  determine  the 

sources  of  the  conflicts,  their  cognitive  elements, 
and  the  perceptions  of  both  groups  as  to  appro- 
priate methods  of  resolution. 
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Supervisory  Personnel/Flrat  Term  Enlistee  Communications 


The  study  indicates  that  in  many  instances  the  inabil- 
ity of  the  serviceman  to  effectively  communicate  his 
needs  or  problems  to  his  supervisor/instructor  is  a 
catalyst  to  the  attrition  process. 


e The  issue  of  the  communication  gap  between  service- 
men and  their  supervisors  should  be  studied  further 
to  determine  exactly  what  types  of  oommunioation 
problems  exist.  Are  the  men  afraid  to  express  their 
problems/questions?  Are  they  overly  aggressive  in 
their  relationships  with  authority  figures?  Are 
the  supervisors  themselves  open  to  listening  to 
problems  and  questions? 


e Once  the  specific  problem  areas  have  been  ascer- 
tained, an  approach  to  tailoring  a communica- 
tion workshop  specifically  to  the  needs  of  the 
people  involved  should  be  researched. 


Financial  Problems 


Attr iters,  both  married  and  unmarried,  frequently 
feel  that  resolving  family  financial  problems  takes 
priority  over  their  obligation  to  complete  enlistment. 


e Research  should  be  conducted  to  determine  how 
adju'^ted  men  with  similar  problems  handle  their 
finances. 


e In  addition,  counseling  programs  should  be  eval- 
uated in  terms  of  their  ability  to  help  both  the 
serviceman  and  his  spouse  when  financial  problems 
arise. 


APPENDIX  A 


Multiple  Regression  Results 


A.  Multiple  RegresBlon  Analysia 

Most  variables  examined  In  this  study  show  a relationship 
to  attrition.  Some  are  obviously  more  Important  than 
others r but  from  the  way  they  were  presented  It  is  diffi- 
cult to  determine  the  relative  Importance  of  each.  In 
addition,  it  is  difficult  to  try  to  conceptually  inter- 
relate the  variables.  Some  variables  are  related  to 
attrition  primarily  because  they  are  related  to  other 
variables  that  cause  attrition,  but  some  variables  Influ- 
encing attrition  may  not  be  related  to  any  other  Influenc- 
ing variable. 

To  determine  the  relative  Importance  of  each  variable  as 
well  as  the  cumulative  effect  of  several  variables,  step- 
wise multiple  regression  analyses  were  conducted  for  each 
segment  In  each  service.  Hence,  there  were  four  principal 
regressions  run: 

e Marine  Recruits 
e Navy  Recruits 
e Marine  Regular  Duty 
e Navy  Regular  Duty 

In  addition,  there  were  two. runs  comparing  blacks  and 
whites,  one  for  Marine  Regular  Duty  attrlters  and  one  for 
Navy  Regular  Duty  attrlters. 

Basically  the  computer  program  used  for  this  type  of  analysis 
produces  t 

• A correlation  of  each  variable  with  the  dependent 
variable,  attrition.  This  Is  referred  io  as  the 
zero  order'  correla'blon.  It  appears  in  the  pages 
that  follow  as  "Step  No.  0"  product.  While  the 
computer  printout  lables  the  column  heading  as 
Partial  Correlation,  at  the  Step  No.  0,  this  Is, 

In  fact,  a zero  order  correlation.  In  subsequent 
steps  it  is  the  partial  correlation  with  the  ef- 
fects of  the  variables  previously  entered  into 
the  equation  removed. 

e A correlation  matrix  of  all  the  variables  entered 
into  the  regression,  'rhe  dependent  variable,  at- 
trition, Is  also  included  in  this  matrix. 

• A summary  of  the  cumulative  effects  of  several  vari- 
ables.' The  program  also  produces  partial  ovnnula^ive 

, I effects  each  time  a new  variable  Is  brought  into  the 

i I equation  (i.e.  at  each  step),  but  only  the  summary 

i is  presented  here.  The  summary  represents  all  those 

; i r ) variables  which  could  be  entered  Into  the  equation 

i I while  the  equation  maintains'  a cumulative  effect  that 

I ; I Is  statistically  significant  ab  the  .01  level  of 

probability. 
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Photocopies  of  the  computer  program  printouts*  for  these 
three  phases  of  the  analysis  are  presented  for  each  of  the 
six  regression  runs.  A variable  code  sheet  listing  the 
variable  definitions  and  values  is  also  provided.  Variables 
which  were  not  measured  on  an  ordinal  or  interval  scale 
were  treated  in  the  equations  as  ”0",  "1"  values.  It 
should  be  noted  that  if  the  resulting  regression  equations 
were  applied  to  a new  set  of  data,  a reduction  in  the 
multiple  correlations  would  be  expected  to  occur. 

While  alternative  multivariate  approaches  involving  the 
use  of  transformations  on  some  of  the  variables  were  con- 
sidered, it  was  felt  that  given  the  nature  of  the  sample 
and  the  relatively  small  sample  sizes  employed  for  any 
given  regression  analysis,  such  procedures  would  impute  a 
greater  degree  of  precision  to  the  results  than  could  be 
justified.  This  is  expecially  true  since  the  regression 
analysis  was  conducted  more  for  diagnostic  or  explanatory 
purposes  than  to  develop  a precise  prediction  equation  for 
the  attrition  process. 


^he  program  used  for  the  analysis  is  "BMDP2R  - Step- 
wise Regression"  from  the  Blomedioal  Computer  Programs 
produced  by  the  University  ot  (California. 
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Variable 

Label 


>:  Edue 

[| 

i 


Haoa 


Fore 


Delay 


Variable  Code  Llat 


Definitione 
and  Valuee 


Sample  oroupe* 

Reorulta  Regular  Duty 

Marinee  Navy  Marinee  Navy 


Bduoation  Completed 

1 * 8th  grade  or  leaa 

2 9th  to  11th  grade 

3 ■ 12th  grade 

4 ■>  Some  college 

5 ■ College  graduate 

Raoe 

1 ■ Not  Black 

2 ■ Black 

Forethought  to  enlleting 
02  ■ Two  weeke  or  less 
04  ■ Three  weeke  to  a month 
IS  ■ Between  1 and  6 monthe 
39  ■ Six  months  to  a year 
52  ■ Over  a year 

Xn  delayed  enllitment  program 

1 • yee 

2 a No 


XX  XX 

XX  XX 

X X X X 


XX  XX 


Married  (M.s.)  Marital  status  X X 

1 ■ Married 

2 ■ Engaged 

3 a Going  with  a girl 

4 a Not  Involved 

/ 


Arrest  Pra-servloe  arrest 

1 a yea 

0 a no 


Read  Reading  ability 

1 a Read  well 

2 a Mad  with  difficulty 

3 a Can  not  road 


1 


ooc 

Ooc 

Ooc 

Occ 

Oco 

Ooc 

Occ 


1 

2 

3 

4 

5 

6 


Father^  s Occupation 

1 a Professional 

2 a Managers  and  proprietors 

3 a cierioalf  sales 

4 a Craftsman,  operatives 

5 a Service  workers,  laborers 

6 a t)ot  in  labor  foroe,  no  answer 


! ■ 


* X indicates  the  variable  was  included  in  the  rs'j’; 


X 


X 


X 


X 

X 

X 

X 

X 

X 


X 


X 


X 


X X X X X X 
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Variable 

Label 

School 

Attend 

Satie 


Comp 

Age 

Buddy 


Definitione  Reorulte  Regular  Diitv 

and  Valuee  Marinee  Navv  Martnee  Maw 


signed-up  fur  training  eohool  X X 

1 - yee  . 

0 ■ no 

Attended  training  eohool  X 

1 " yee 

0 •>  no  \ 

Satlefaotion  at  oompletion  of 

raoruit  training  X X 

1 - Very  eatiefiad 

a - gomewhat  eatiefiad 

3 Somewhat  dieeatiefiad 

4 ■ Vary  dieeatiefiad 

Reeult  of  oomplaining  about 

euparvieor  X X X X 

1 

2 ■!  eea  Table  23  in  text 

3 ■ 1 

Age  at  enlietmant  XX  XX 

17  ■ 17 
16  - IB 
ate. 

Enliat  on  Buddy  Plan  XX  XX 

1 ■ yea 

0 • no 


Perente 


Parente  alive  and  together 
1 ••  yea 

0 “ no 

Have  a car  on  baea 

1 ■ yea 

0 ■ no 


crulee 


Number  of  cruiaaa  had 
0-0 
1-1 
etc. 

9 - 9 or  more 


I 


Dependant  variable 
1 - adjuated 
0 - attriter 


X indloataa  the  variable  wae  included  in  the  regreaelon. 
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APPENDIX  B 


Navy  Regular  Duty  Attriter 
and  Marine  Recruit  Supervisor 
Ques  tionnai res 


1 ) 


NATIONAL  ANALYSTS 
Philndelphla,  PA 


1 


BuPars  Report  Symbol  5314-5C 
Study  #1-555 
Summer,  1976 


MILITARY  PERSONNEL  STUDY 
Version  8 

Navy  Regular  Duty,  Attrlter 


A.M. 

Time 

Interview  Began i 

P.M. 

A.M. 

Time 

Interview  Ended; 

P.M. 

interviewer* B Namei 


Date  I 


PRIVACY  ACT 


Hollo,  I'm  from  National  Analysts,  a survey  research 

company  in  Philadelphia.  Under  the  authority  of  5USC301,  information 
regarding  your  personal  opinion  of  Navy  life  is  requested  to  assist 
in  research  on  personnel  losses  in  the  Navy.  The  information  provided 
by  you  will  not  become  a permanent  part  of  any  record.  The  Information 
will  not  be  divulged  without  your  written  authorization  to  anyone 
other  than  to  assist  in  statistical  analyses,  and  reporting  of  the 
data  by  authorized  personnel  of  the  civilian  contractor,  and  the 
Department 'of  Defense  and  other  such  users  as  required  by  law.  You 
are  not  required  to  provide  this  Information;  there  will  be  no  adverse 
consequences  should  you  elect  not  to  provide  the  requested  information 
or  any  part  of  it. 


1.  To  begin  withi  aIIUI  t 
joining  the  N«vy.  9 m 
Was  it: 


Two  weeks  or  loss  before  signing  up. 


2.  Old  yovi  discuss  your 

else  other  thsn  s roose.it 


3,  with  whom  did  you  dlso.ui-' 
FOR  ALL  MENTIONED  IH  f.l 

4.  (ASK  FOR  EACH  PBREON  C PC. 
about  your  joining  tho 
was  neutral I or  was  a#  ^ 
EACH  CODE  CIRCLED  XN  f.) 


Father 


Mother 


Teacher 


Qrother 


Male  friend 


Female  friend 


Other  (SPECIFY) 


About  three  wooks  or  a month* 


Retween  a month  and  six  months* 


Six  months  to  a year*  or 


Over  o yoar  bo  Core  signing  up? 


Sion  with  your  family*  frionds  or  anyone 
or? 


(SKIP  TO  Q.5)  No  2 

t it?  Was  there  anyone  else?  CIRCLE  CODE 
COLUMN  BELOW) 

LED  IN  Q.3  COLUMN)  HOW  did  your  (PERSON)  feel 
ivy?  Would  you  say  he/she  favorea.it* 

St  it?  (CIRCLE  CODE  IN  Q.4  COLUMN  FOR 


,Apj2*mllx  B(3) 


5,  Did  you  talk  wltk  J»nyon6  who  had  been  in  thS,  .<avy  other  than  a ' 
raoruiter  about  what  rocrult  training  would  bo  like? 


(SKIP  TO  Q.8)  No 

* V-T-11---11-  ■ — 

6.  Waa  recruit  training  like  they  told  you  it  would  be,  or  was  it 
different? 

(SKIP  TO  Q.8)  Like  they  told  you 
Different 


7,  How  was  it  different? 


8.  Did  you  oontaot  the  rooruiter  flrat,  or  did  he  contact  you  first? 

Rbspondo~nt  ~ooi^^  ' T 

recruiter  first 

iReeruitor  ccntacted  ' 
respondent  first 


9t  (HAND  CARD  A)  Did  your  recruiter  do  any  of  the  following!  (BEAD  LI8’ 
AND  RECORD  YES  OB' NO  IN  Q.9  COLUMN) 

10.,  (ask  ir  MORE  THAN  ONE  "YES"  IN  Q.9)  Which  one  of  these  moot  influenced 
your  decision  to  enlist?  (BEAD  BACH  *'YBS**  IN  Q.9.  CIRCLE  ONE  CODE 
IN  Q.IO  COLUMN) 


READ 


A Bond  you  letters  or  give  you  brochures  about 
the  Navy  

B Speak  at  a group  mnsting  you  attended, 

C Show  you  a film  , 

U Toko  you  to  It  Nuvy  inatallntion  or  ship 

II  Tell  you  about  training  school  opportunitieo 
In  thci  Navy 


Q.9 

0.10  i 

Yes 

No 

, 1 

1 

* 

1 J 

a 

* 

2 

* 

3 

* 

3 

4 

* 

* 

' ..i 
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II.  How  oompleto  a d^rclptlon  of  rocruit  trainiV  j did  the  recruiter  give 


f; 


you?  Was  Itt 


READ 


(SKIP  TO  Q.13) 


Generally  complete , 


Only  partly  complete , or 


Not  at  all  complete? 


. 12,  What  were  some  things  about  recruit  training  that  he  did  not  tell 
you? 


13.  Pleaae  tell  me  if  the  recruiter  told  you  about  any  of  the  following. 
Did  he  tell  you  about t 


READ 

Yes 

No 

The  dally  schedule  followed  In  recruit  training 

1 

* 

The  harassment  you  might  get  from  company  commanders 

2 

* 

The  amount  of  physical  oxeraise  and  conditioning  In 
training 

3 

* 

The  prooedures  for  applying  to  a school 

4 

* 

The  type  of  duty  seslgnments  available  efter  recruit 
trsinlng 

5 

How  much  pay  you  receive  on  reaching  grade  E**3 

6 

* 

The  number  of  weeke  of  roorult  training 

7 

* 

The  types  of  behavior  that  are  punished  by  discharge 

8 

* 

The  type  of  discharge  received  if  someone  le 
dismissed  for  bad  behavior 

9 

* 

The  prooedures  for  making  a complaint  about  one 
of  your  aupervisors 

0 

The  purpose  of  the  battery  of  alassification 
tests  that  you  took  at  the  start  of  training 

V 

* 

Did  you  talk  to  rauruicers  from  thei 

READ 

Ves 

No 

Army? 

1 

*■ 

Marines? 

2 

* 

Air  PorcQ? 

3 

- 4 - 


.V 
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VJorc  you  oniployoc^  n a £ulX-tino  job  ah  l;ho(|  Imo  you  onllatcclV 


(SKIP  TO  Q.17)  No 

16.  What  v.'as  your  average  v/cckly  take-home  pay?  (RECORD  AMOUNT) 

. ^ 

17.  V?hat  wno  the  la*t  grade  in  aehool  you  oomplctod? 


Yes 

1 

No 

2 

8th  grade  or  loan 

1 

9th  to  11th  grade 

2 

I 2th  grade 

3 

Some  college 

4 

Collogo  graduate 

5 

18.  Do  y6u  expect  to  got  any  more  formal  education  after  you  leave  the 
Navy?  - 


Yes 

1 

No 

2 

Not  aure 

3 

(SKIP  TO  Q.20)  

Not  eure  2 

19.  Altogether,  hov/  much  more  education  do  you  oxpoot  to  got? 

Complote  high  aehool  1 

Somo  col lego  2 • 

Complete  college  3 | 

Graduate  or  profoaaional  aehool  4 j 

. TachnJ.cal  training  (outaido  e ‘ 

at' rvJ.ee) 

Other  6 

20.  Are  you  married,  engaged,  or  going  with  a girlfriend  now? 


(SKIP  TO  0.22) 


TC  Q.  p-? 


Married 

Lngncjc.'cl 

CoJiKi  with  a ciJrl 

No:k:  of  IIh'I'.c' 
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Do  you  expect  to  get  married  within  the  next  throu  monthe? 


Yoo 

1 

No 

2 

Don' t know 

V 

22.  Does  your  (wife/f ianoee/girlfrlend)  want  you  to  get  out  of  the  Navy 
or  does  she  prefer  that  you  ctay  in? 


Wants  him  to  get 

out 

1 

Prefers  he  stays 

in 

2 

(HAND  CARD  B)  NOW  I'll  read  you  a list  of  reasons  why  someohe  rtignt 
■loin  thellavy.  Please  toll  tno  how  important  each  of  thooo  reasons 

was  in  influencing  you  to  enlist.  How  about 

How  Important  was  this  in  influencing  your  deoiBion  to  cnllfit/*  Wan 
it  Very  Important,  Somewhat  important,  Not  Very  Important  or  Not 
Important  at  All?  (CONTINUE  with  OTHER  REASONS) 


READ  REASONS 

Not  having  a good  job  at  the  time 

T)\e  opportunity  to  learn  a skill 
or  trade  in  the  Navy  

Things  the  recruiter  told  you 

Encouracjciment  from  your  family 
or  friends 

The  desire  to  ba  ind«^i^endent 

iw  |-  _ IT — 

The.'  do  sire  to  prove  you  were  good 
enough  to  bo  a sailor 

Tho  opportunity  to  travel 

Vi’anting  to  develop  into  moro  of 
a ma  1 1 

Vi'anting  to  got  away  from 

problems  you  had 

Tiic'  opDor tun  j tv  to  aorvG  and 
dof;c‘tid  your  country 

Wunting  to  bo.  oiigj.ble  for  the 
G.l.  riill 

Vi'aiiiiny  to  sporul  some  tl.mc:  in 
tluj  r.crvico  until  you  decide 
whi't  you  wanted  to  do  i.n  lil'e 


- 

Very 

important. 

1 

somewhat 

important 

2 

1 

2 

1 

2 

1 

2 

i" 

2 

1 

2 

1 

?. 

1 

2 

1 

2 

1 

2 

3. 

2 

3. 

7 

Not  Vary 
Important 

3 

Not 

Important 
at  Ml 

3 

■ 

3 

4 

' 

3 

4 1 

3 

4 j 

3 

4 

4 ' 

3 

( 

3 

j 

4 j 

3 

4 

3 

4 , 

3 

4 j 

-L-  -4.. 

— j 
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24.  Iff  at  the  tima  romplotad  raarult  tralnln.jf  the  Navy  wanted  ^ < 

to  have  n cutbacK  in  nanpowoi:  and  thay  offorod  to  rolease  you  f.:om 
the  aervice  with  an  honorable  discharge  and  ontltlement  to  full 
benefits,  would  you  havot 

( REhD) 

Accepted  the  discharge,  or  1 

Stayed  in  ? ~2 

DO  NO^'rBAD  "Sj^S’Soie^  what"^u “would  “ 

25.  THIS  QUESTION  NOT  USED, 


26.  Ware  you  made  a squad  loader  or  RCPO,  or  given  any  other  leadership 
asslgmnenta  in  recruit  training? 

(SKIP  TO  Q.28)  pyes  [ 1 
NO  2 

27.  Would  you  like  to  have  been  a squad  leader? 


28.  When  you  were  in  recruit  training,  did  you  make  any  personal  requests 
from  your  company  commander? 


Ves 

1 

1 

No 

2 

1 

29.  What  did  you  request? 


I 


TMT.“WA».Y^vrwf'f 


31 


34 
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30.  mow  did  this  pers(  . react  to  your  requests?  ^ ould  you  sayi 


He  did  what  ho  could  to  help 
you,  or 


Ho  didn't  try  to  help  you 


Please  tell  mo  which  of  these  vjorc  covered  in  your  recruit  training 
instruotions?  How  <\bout» 


READ 

"Ves 

Uo-i 

The  type  of  duty  assignments  available  after  you 
completed  training 

1 

* i 

The  pay  you  would  reoeivo  on  regular  duty  ae  an  B-3 

2 

* i 

The  type  of  discharge  you  would  receive  if  you  were 
dismissed  for  bad  behavior 

3 

* 1 

The  procedures  for  expressing  e complaint  against 
one  of  your  supervisors 

4 

«[  ^ 

The  proeedurea  r"or  applying  to  a soHodi 

•*  1 

32,  Ware  you  in  the  Delayed  Bnlietmant  Program? 


Yes 

-L 

KO 

2 A 

33. 


In  general,  how  aatisfiod  were  you  with  the  Navy  at  the  time  you 
completed  recruit  training?  Would  you  say  you  were i 

READ 


Very  catisfied, 


Somewhat  satisfied, 


Somawhat  dissatisfiod,  or 


Jl 

2 


Very  dissatisfied? 


(HAND  CARD  C)  Thifi  card  lists  six  factors  that  might  cause  somoone 
to  dislike  the  Navy.  Please  t&ll  me  which  of  theue  factors  cause 
you  dissatisfaction  and  which  do. not. 

IP  MORIS  THAN  ONE  "yES"  CIRCLED  ASKi  Which  ono  of  these  causes  you 

CIRCLE  ONE  CODE  IN  Q.34A  COLUMN. 


i 

"^.34A 

Yes 

No 

COL. 

1.  Not  enough  fitie  time  each  day 

1 

H 

i 

i [ 

2.  Nat  being  nble  to  go  homo  f n;  quontly 

2 

* 

2 

3.  Strict  ruins  and  regulationa 

3 

* 

3 

) 1 

. iTaransment.  from  auperiors 

4 

4 

5.  Duty  asslgnmfjnte  you  h.Ave  had 

b 

* 

5 

( ! 

6.  Having  no  oijc  to  take,  your  co;i\pl a i nt.s  to 

6 

* 

G 

i 

' 

Appendix  B(9) 


35.  When  you  leave  the  Navy,  wnut  do  you  think  your  chancos 
of  getting  a good  job  will  be?  Will  they  be: 

r.EAD 


Very  good, 

1 

Good, 

2 

Not  too  good,  or 

3 

Bad? 

4 

3C.  When  you  first  came  to  recruit  training,  you  took  a battery  of 

classification  teste.  Mow  important  do  you  think  these  test  results 
were  for  deturmining  the  type  of  duty  you  had?  Would  you  say 
they  were*. 

REAP 

Very  important,  1 

Somev/hat  important,  2 

Not  very  important,  or  3 

Not  at  all  important?  4 

37.  Were  there  any  men  in  your  unit  with  whom  you  did  net  get  along? 

Yos  1 

(SKIP  TO  0. 39)  No  2 

38.  Why  didn't  you  get  along  with  them? 


39.  If  you  wished  to  complain  about  your  immediate  supervisor  would 
prefer  to : 


Use  the  chain  of  command,  or 

Go  directly  to  your  commanding 
officer 


1 


40.  Sinoe  recruit  training,  have  vou  had  any  auporvisors  who  cUd  aomothing 


41.  Did  you  make  a complaint? 

(SKIP  TO 

42.  Kay  your  complaint  handled  satisfactorily?  • 

43.  V7ere  you  harasn^.^d  because  you  made  the  complaint? 


yes 

1 

(SKIP  TO  q.  45) 

No 

2 



Yos 

1 

(SKIP  TO  Q.  44) 

No 

2 

44.  vthy  didn't  you  make  a complaint? 


Yes 

1 

No 

2 

Y«s 

1 

No 

2 

,r  Ys 


'45*  Which  of  the  following  would  happen  if  you  made  a complaint  about  a 
supervisor? 

READ 

' The  supervisor  would  be  reprimanded  and  nothing  would 
happen  to  you,  

The  supervisor  would  b©  reprimanded,  but  you  would  br 
harassed  for  complaining*  or 

Nothing  would  happen  to  the  supervisor  and  you  would 
be  harassed  for  complaining? 

46.  How  do  you  think  most  enlisted  men  in  the  fleet  feel  about 
complaining  iibout  their  supervisors?  Do  you  think  they: 

_Rj-:^D ; 

Are  afraid  to  complain  because  of  th<’ "har^’sment  they" might  get,  or 

Do  not  complain  because  It  v;on*t  do  any  good,  or 

Are  not  afraid  to  complain  v.’hrmcvcr- they  feel,  a need  to? 


.Appendix  B(12) 


53,  Did  you  apply  for  or  request  this  school? 


(SKIP  TO  Q.56) 


54.  Was  that  before  or  after  you  enlisted? 


Yes 

1 

No 

2 

Defore 

1 

After 

2 

55. 


Did  you  request  this  training  because  you  £olt  it  would  help  you  get 
a more  interesting  assignment,  or  because  you  felt  the  training  would 
be  valuable  to  you  when  you  are  back  in  civilian  life? 

More  interesting  assignment 


(CIRCLE  ONLY  ONE) 


Valuable  in  civilian  life 


56.  How  much  do  you  think  the  training  you  received  will  help  you  in 
finding  employment  when  you. get  out  of  the  Navyi  Will  it  bet 


Of  little  or  no  value, 

1 

Of  some  value,  or 

2 

Very  valuable? 

3 

57.  Did  you  graduate  from  this  school  or  complete  the  entire  program? 


TO  q.61 


Yes 

1 ' 

No 

2 

58.  Since  you  completed  recruit  training,  have  any  of  your  supervisors 
encouraged  you  to  apply  for  a school? 


59.  Have  you  over  applied  for  « school  and  been  turned  down? 


60.  Would  you  like  to  have  gone  to  « Class  "A" school? 


Yes 

1 

No 

2 

Yes 

1 

No 

2 

Yes 

1 

No 

2 

12 


L2£i I ( Ajpjpiindix  B(U) 

61.  Have  you  aver  b«an  instructed  on  how  to  apply  for  a change  of  duty 
station? 


62.  Have  you  ever  applied  for  a change  of  duty  station? 


Yes 

1 

No 

2 

Yob 

1 

NO 

2 

63.  How  many  times  did  you  apply? 


IF  ONCE,  ^SK  0.64 

IF  MORE  THAN  ONCE,  ASK  Q.65 


64.  Nas  your  request  granted? 


Yes 

1 

No 

2 

65.  How  many  times  were  your  requests  granted? 


66.  Have  you  ever  been  given  instructions  on  how  to  apply  for  a change 
of  job  assignment? 


Yes 

« 

1 

No 

2 

67.  Did  you  ever  apply  for  a change  C)f  job  assignment? 


Yes 

1 

No 

2 

C8.  How  many  times? 


IF  ONCE,  ASK  0.69 

IF  MORE  THAN  ONCE,  ASK  0.70 


69.  Waw  it  granted? 


SKIP  T 


,‘0  Q.7l| 
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*70 . HOW  r.ioi)y  times  were  yol^  roquaots  grAnted? 


^ 71.  HOW  mtmy  times  hAvo  you  boon  home  sinoo  you  flnishod  recruit  trsinJnc)? 


72.  Were  All  of  those  visits  on  authorized  .leave,  or  wore  any  of  thorn  unauthorized? 

All  on  aubhorizod  leave 
Some  unauthorized 


73.  Do  you  have  a oar  with  you  at  this  ba.so7 


74.  How  many  orulwos  have  you  gone  on? 


(IF  NONE  ASK  fl.75  - OTHERWISE  SKI?  TO  Q.76) 
75,  Would  you  like  to  have  gone  on  some  oru.<ses? 


SKIP  TO  Q.77 


76.  Would  you  like  to  have  spent  more  time  or  less  time  on  cruises , or  are  you 
satisfied  with  tho  amount  of  time  you  have  spent? 


Like  more  time 
Like  less  time 
[Satisfied  ' 


77.  For  how  many  months  did  you  have  your  lust  regular  assignment? 

H OF  MONTHS « 


78.  On  your  last  regular  assignment,  how  many  nights  a week  did  you  usually  get  duty? 

If  OF  NiaiTSt 


79.  On  yuur  last  regular  asoignment,  how  many  woekendu  a month  did  you  usually  get  duty? 

ff  OF  WEEKENDS  t 


- 1.1  - 
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BO. ""(HAND  CARD  G)  N«?  1*  let  llko  to  ofO;  you ( out  iovcv«l  footora 

that  mny  bo  impoAant  » ’ you  «fl  a failor.  TOlu  car'd  1.1  Ltio  twoJ.vo 
factors  wo  will  covoi  « !V  five  quofitlons  that  I will  auk  al.iout  oacli 
factor.  y,  ) 

NOTE;  ASK  ALL  FIVE  QUEST:  .♦  S FOR  EACH  FACTOR  BE|PORE  GOING  ON  TO  THE 
NEXT  FACTOR  T 


A.  First,  What  about  (MMtt  triRST  FACTOR) ; Was  this  similar  to  what 
you  axpaotod,  or  dlfcw^ft?  cfAdLs  CODE  IN  COL,  (A) . 


CODE  XN  COL. (A) . 


B*  How  important  waa  (Sit 3 riRST  FACTOR) » Was  it  Vary  Important# 
Somawhat  XmportantTw  ^ at  at  MI  Important?  CIRCLE  CODE  IN 
COL. (B) . 


C,  And  how  aatiafiod 
Vary  Satiafiad#  S 
CODE  XN  COL.  (C) . 


yjou  with  (READ  FIRST  FACTOR > t Wara  you 
u«4  Satiafiad#  or  ttiasatiai^iad?  CIRCLE 


D.  (ASK  ONLY  IF  RE8PONOI I WAS  "DISSATISFIED*')  DO  you  thin!<  that 
(READ  FIRST  FACTOR!  a»a|Ld  hava  improvad  it  you  atayad  in  tha 
aarvica  or  noii  ciM  uj  CODE  IN  COL.(D). 

Finally,  oomparad  to  tvfe  avaraga  Bailor  with  rospaot  to  (READ 
FIRST  FACTOR),  do  yo-  Jbhink  that  you  wara  Battar  Off,  Wotaa  Off, 
or  ■ XbduTTIKa  SaSMlT  CfjRCLl  CODE  IN  COL.  (E)  . 

!1,  (ASK  ONLY  IF  RESPO*  t^/lT  WAS  "DISSATISFIED"  WITH  TWO  OR  MORE  FACTORS 
IN  Q.80C).  Of  tha  i»htof  you  hava  laid  you  wara  diaaatiafiad  with, 
which  ona  oausad  f :Mu/tha  raoat  diaaabiaf action? 

/ ENTER  FACTOR  « 

(IF  WBPW7NDENT  WAS  ‘'DISSATISFIED"  WITH  ONLY 
ONE  r*«Tf OR,  ENTER  THAT  NUMBER) 
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82.  The  next  queotionr  deal  with  the  circumatancos  that  led  to  your  being 
separated  from  the  Navv.  Fir8t«  I'll  read  you  a Hat  of  factors. 
Ploaso  tell  me  which  of  these  contributed  to  tho  problems  you  have 
had  with  the  Navy.  . How  about  (READ  FIRST  FACTOR) , was  this  a 
cause  of  any  of  your  problems?  (CIRCLE  ALL  THAT  APPLY) 

(READ)  

Being  harassed  by  a superior "J  1 * 


Being  criticised  or  punished  because  you  made 
a mistaltfl  


Having  family  problems 

Having  too  little  tree  time 


Being  denied  a personal  request 


Having  disagreements  with  man  in  your  unit 


Being  falsely  accused  of  doing  something 


Being  diaaatiaf led  with  your  duty,  assignment 


83.  Please  tell  me  what  has  happened  that  is  causing  you  to  be  separated 
from  the  Navy? 


/ ^ > Appandix  B(18) 

VIhen  you  did  thi^  Jid  you  know  at  Ihu  tlmo  A..,t  you  could  bo 
diitoharged  for  doing  it? 


If  you  had  known  v ailtl  y i h.ive  cIimh:  It? 


SKIP  TO  0.86  Yea 

No 

- 

J 

1 t? 

Yea 

1 

No 

2 

Don't  know/Not  sure 

V 

86.  If  you  had  your  choice  now  would  you  rathor  stay  in  the  Nuvy  or  ba 
diacharged? 


Stay  in 

1 

Be  discharged 

2 

Don't  know/Not  sure 

V 

87 ,  What  changes  would  have  to  be  made  in  the  Wavy  for  you  to 
want  to  stay  in? 


88.  In  the  time  that  you  have  been  in  the  Mavyi 

READ 

Have  there  been  times  when  you  wanted 
to  etay  and  other  times  when  you  1 

wanted  to  get  out,  or 

Have  you  always  wanted  to  get  out,  or  2 
SKIP  TO  Q.90  Have  you  .liwayo  wanted  to  stay?  3 

89.  Did  you  aok  your  company  commander,  or  anyone;  also  to  holD  yovi  to 

get  out  of  the  Navv?  

Yes  1 


I 

i 


I 


( AppanAl«f  B(19) 

90.  Did  you  tver  deliber#«teXy  disobey  any  ruiea  bacuune  you  ware  not  ^ 
granted  a request? 


91.  Did  anyone  encourage  you  to  try  to  gat  out  of  the  Navy? 

^ 

(SKIP  TO  0.93)  No 


92.  Who  encouraged  you? 


(CIRCLE 

ALL 

THAT 

APPLY) 


Parent(a) 

Male  friend (b) 
Female  friend(a; 
Other  recruit (a) 

Navy  auperviaor 
Other  (SPECIFY) t 


Yes 

1 

No 

2 

Yas 

1 

No 

2 

93.  When  your  problems  with  the  Navy  first  occurred,  did  any  of  your 
petty  officers  or  officers  give  you  advice  or  counseling? 


Yes 

1 

No 

2 

94.  Did  you  ask  for  this  counseling,  or  was  it  offered  to  you  without 
asking?  


Asked  for  it 

1 

Offered 

2 

95.  Was  the  counseling  friendly  and  sincere,  or  was  it  cold  and 
impersonal?  


Friendly 

1 

CoTT* 

2 

f^IP  TO  0,97 


96.  If  you  had  received  advice  or  help  from  someone,  do  you  think  you 
would  have  been  able  to  adjust  and  stay  in  the  Navy? 

Yes 

1 

No 

Don't  know/not  sure 

2 

V 

- - - - ^ Appandlv 

Vour  dlnohacgo  from  thtj[  jivy  may  nut  bo  «n  Honocubl^  lachargiT  Will  you 

Vary  ombacrausod^ 

Sdmiivrhnt'  embarrasied,  or 
Not  ot  all  embarrassftd? 

Now  I'd  like  to  ask  ycu  Homo  ouontionEi  on  your  background.  Firet  of  all,  how 
were  you  when  you  joined  Uho  wov'y? 


B(20) 

bai 


YEARS 


Did  you  enlist  on  the  "Buddy  Plan"? 


How  many  months  hove  you  boon  in  the  Navy? 


Were  you  evar  arrested  before  enlisting? 


Did  you  have  to  obtain  a waiver  to  enlist? 


Are  your  parents  still  alive  and  living  together? 


Yes 

"1 

No 

2 1 

^ Months 

fver 

(SKIP  TO  Q. 103)  Ho 


(8KIPT0  Q.IOS)  Yes 


Yes 

T-1| 

Mo 

...  a 1 

Jl 

Yes 

>•  l| 

No 

^ '1 

•eHMWM  *eei  )I 

Is  that  because  youri  (RBAD) 

Father  is  dead» 

Mother  is  dead, 

Both  are  dead,  or 

Parents  are  alive  but 
not  living  together 

What  was  your  grade  average  in  your  last  year  of  suhool?  Was  iti  (READ) 

A«  (90  or  above) 

"b,  (00  to  B90 
C,  (70  to  79) 

D(  (60  to  69) , or 
Falling? 


...  ,...r  ' 


- *^■••'‘^*•1  * .*  ' ■ 


Appandix  Bf2li 


106«  What  was  tho  lastV.ade  of  school  your  fathor  . omolotod? 

Bth  gracio  or  loss 
9th  to  11th  grade 

l?th  grade 
Somo  college 
College  graduate 
Don't  know 

107.  What  was  the  last  grade  o£  school  your  mother  completed? 

8th  grade  or  less 
9th  to  11th  grade 
12th  grade 
Some  college 
College  graduate 
Don't  know 

108.  What  Is  (was)  your  father's  principal  occupation? 

OCCUPATION  I ; 

KIND  or  COMPANY  I . 

109.  In  What  city  and  state  is  your  home? 


110.  Approximately  how  many  people  live  in  this  town?  (RECORD  NUMBER) 


THAT  CO^tPLETES  OUR  INTERVIEW.  THANK  YOU  VERY  MUCH, 


INTERVIEWER  RECORD  ODSERVATION.O  BBLOWj 


111.  ETHNICITY  OF  RESPONDENT 


White 

Dlnck 

Spanish  Speaking 
’ 0 1 r»  g"  r“  Tspec'iTyI 


112.  KEADTNCi  ABILITY  OF  nESPONDENT 


Ro!.ip'ji\ilcnl  cnuUI  ri!.rl 

Hor.pondon t hnd  soi:io  difficulty 
rcadiPM 

"ilc'i  ncinrjr.Ti  i',  :TnI 


NATIONAL  ANALYSTS  ( 
Philadelphia,  Pa. 


( 


Study  #1-555 
Summer,  1976 


MILITARY  PERSONNEL  STUDY 
VERSION 

MARINE  RECRUIT  SUPERVISORS 


AM 

Tlmd  Interview  Began: ^PM 


AM 

Tima  Interview  Ended: PM 

INTERVIEWER'S  NAME:  ^ 

DATE : 


INTRODUCTION : 


Hello,  I *m from  National  Analysts,  a survey  research  company  in 

Philadelphia™  We  are  conducting  this  study  to  find  out  hov?  supervisory 
personnel  feel  about  various  aspects  of  recruit  training  and  manpower 
attrition  problems.  You  were  included  in  a random  sample  of  supervisory 
personnel  on  this  base  to  be  interviewed.  All  of  your  answers  will  be 
entirely  confidential,  and  this  survey  will  have  no  effect  whatsoever  on 
your  situation  in  the  Marines, 

READ  THE  PRIVACY  ACT 


Appendix  B(23) 


To  start,  I will  mo  ion  several  aspects  of  r<'  ruit  training.  For 
each  aspect,  please  cell  me  whother  you  fsol  t.iat  recruits  have  boon 
told  enough  by  their  recruiter  about  what  to  expect,  or  if  they  should 
have  been  told  more.  How  about  (HEAD  FIRST  ASPECT)?  Are  recruits 
well  enough  informed  when  thay  arrive  at  training,  or  should  they  have 
been  told  more? 


READ 


ASPECT 


The  daily  aohcdule  tol lowed  in  recruit 
training  


The  harassment  they  might  get  from  drill 
instructors  


The  amount  of  physical  exercise  and  con- 
ditioning in  training 


The  number  of  weeks  of  recruit  training 


The  types  of  behavior  that  are  punish- 
ed by  discharge 


The  type  of  discharge  received  if  some- 
one is  dismissed  for  bad  behavior 


The  procedures  for  making  a complaint 
against  a supervisor 


The  purpose  of  the  battery  ot  class- 
ification tests  that  are  given  at  the 
start  of  training  , . 


Classroom  sessions  and  tests 


Jell  enough 
[nformed 


Should  have 
been  bold 


2,  (HAND  CARD  h)  Using  this  card,  please  tell  me  which  of  these  items, 
if  any  are  usually 'covered  in  the  instructions  that  your  recruits 
get  in'  training.  (CIRCLE  CODE  IN  Q.  2 COLUMN  AT  RIGHT) 

3.  (FOR  EACH  ITEM  WITH  AN  — NOT  COVERED  — CIRCLED  IN  Q.2  ASK?) 

If  (READ  ITEM)  were  covered,  do  you  think  it  v^ould  help  to  reduce 
attrition?  (CIRCLE  CODE  IN  Q,3  COLUMN) 


Appendix  B(24j| 


( 

ITEMS 

I — ?rri 

lovorecl 

Not 

Covered 

Yes 

1 

1.  Procedures  for  applying  to  a school 

1 

* 

1 

1 

2.  A description  of  what  school  training 
will  be  like 

2 

it 

2 

1 

The  purpose  of  the  battery  of  class- 
ification tests  taken  at  the  start 
of  training 

3 

* 

3 

1 

4.  Procedures  for  filing  a complaint 
against  a supervisor 

4 

* 

4 

1 

5.  Types  of  behavior  punished  by 
discharge 

5 

* 

5 

1 

6.  Types  of  duty  assignments  that  can 
be  expected  in  the  fleet 

6 

« 

6 

1 

5. 


(HAND  CARD  N)  This  card  lists  eight  factors  that  might  cause  recruiti 
to  be  dissatisfied  with  training.  Please  tell  mo  whether  you  think 
factor  causes  dissatisfaction  for  many  recruits,  causes  dissatisfactj 
for  some  recruits,  or  docs  not  usually  cause  dissatisfaction. 

(CIRCLE  CORRF,CT  CODES  IN  Q.4  COLUMN)  <! 


FACTORS 

' Q ...,.4  ~T 

Q.  5>| 

Causes 
Dissat- 
isfact- 
ion for 
Many 

Causes 
Dissat- 
isfact- 
ion for 
Some 

Not  a Cause 
of  Dissat- 
isfaction 

Contributi 
Most  tO''^ 
Attrition 

i 

1.  The  quality  of  classroom 
instructions 

1 

’ 

2 

3 

1 ^ 

2.  The  behavior  of  other  men 
in  the  unit 

1 

2 

3 

- ^ J 

3.  Not  having  enough  free 
time  each  day 

1 

2 

3 

^ 

4.  Not  being  allowed  to  go 
home  or  leave  the  base 

1 

2 

3 

■■  ■ 

5.  Strict  rules  and  regu- 
lations 

1 

2 

3 

^ j 

Harassment  from  superiors 

1 

2 

3 

6 i 

■ - -f 

7.  The  physical  demands  of 
training 

1 

2 

3 

8.  A feeling  of  not  having 
anyone  to  take  complaints 
t 0 

1 

2 

3 

J 
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I ) 


I I 


6.  Generally,  do  rocrv  ‘ *:s  who  graduated  from  hiej^  school  have 
reasons  for  being  a^ssatiofled  then  recruits  V/.»o  did  not  g 
from  high  school? 


different 
graduate 


(SKIP  TO  Q.8) 


Yes 

1 

No 

2 

Don't  know 

V 

7.  Kov;  are  these  reasons  different? 


8.  In  your  opinion  would  it  be  better  to  put  recurits  with  less  than  a 
high  school  education  in  the  same  unit  as  men  with  a high  school 
education,  or  put  them  in  separate  units? 


Put  In  same  unit 

1 

Put  in  separate  unit 

2 

9.  In  general  what  would  you  prefer  to  do  with  recruits  who  have  bad 
attitudes?  Would  you  prefer  to: 

RFAD 


Put  them  in  special  motivation  units, 
or' 


Keep  them  in  your  unit  and  try  to  change 
their  attitudes? 


10.  Some  people  feel  that  men  wJ.th  be  1 attitudes  can  bo  helped  by  putting 
them  in  leadership  positions.  When  you' have  a recruit  with  a bad 
attitude,  do  you: 

R£AD 


Give  him  a leadership  position  such  as 
squad  leader  to  see  if  this  improves 
his  attitude,  or 


Do  you  wait  until  his  attitude  Improves 
before  making  him  a squad  leader? 


J 


— Appendix  B(26) 

11,  What  ftro  the  mairt'  ’actors  causing  recruits  develop  behavior 
problems  that  leal,  to  attrition? 


12.  Are  you  In  complete  agreement  with  the  Marines  Corps  policy  for 
( ) handling  men  who  arc  behavioral  problems  or.  would  you  like  to  see 

, these  men  handled  differently? 


In  agreement  with  noliw/ 

1 

Would  like  to  see  men  , 
handled  differently 

2 

13.  What  would  you  like  to  see  done  differently? 


14.  How  do  you  feel  about  the  number  of  recruits  that  are  currently 

attrited  for  behavior  problems?  Uo  you  think  the  Marine  Corps  isi 

READ 

Attriting  all"  that  should  bo  attritoc'l,  or  1 

Attriting  more  than  is  necessary/  or  2 

Not  attriting  enough?  3 


Appendix  B(27) 

(HAND  CARD  T)  Looking/  •.  this  list,  ploatic  toll  mo  wlv'  'lar  you  think  each  ot  tho 
suggested  changes  woulo  Reduce  Attrition  SigniCioantlyi  Roduen  It  S]ightly«  or 
would  Not  Affect  Attrition,  or  would  Incroaso  Attrition.  How  about  (FIRST  ITliM)? 
(CIRCLE  ONE  CODE  FOR  EACH  OF,  THE  8 CHANGES) 


SUGGESTED  CHANGES 


Better  screening  by  recruiters  for  proper 
attitudes  of  recruits 


Better  screening  by  rocruitern  for  mental 
abilities  of  recruits 


Correctional  custody  plotoons  should  put 
more  emphasis  on  rehabilitation  and  less 
emphasis  on  discipline 


Drill  Instructors  should  be  given  more 
authority  to  decide  how  problem  rocults  are 
handled 


Lets  harassment  of  recruits 

6.  Drill' instructors  should  be  given  more 
responsibility  for  schedule  planning 

Increased  amount  of  friendly  counseling  for 
men  with  problems 


Disalpline  standards  made  sti.-icter 


Reduce  | Reduce  Not 
Sicnificantly  1 Slicihtly  Affect  Increase 


16.  in  your  opinion,  what  would  bo  the  best  way  to  reduce  attrition  without  affecting 
the  quality  of  recruit  training? 


17.  Does  your  unit  have  anything  like  "rap  roosions"  in  which  a group  of  recruits  can 
get  together  with  a supervisor  and  freely  express  their  complaints? 


SKIP  TO  Q. 20  Yes 
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18.  Would  you  favor  & h sessions  if  they  InvoL^  \ only  the  unit’s 
coiftmanding  officel  end  the  recruits? 


19. 


20. 


Yos 

1 

NO  . 

2 

Would  you  fnvor  such  sessions  if  they  involved  the  unit's  senior 
drill  Instructor  and  the  recruits? 


22. 


Do  you  think  that  fewer  problems  would  develop  among  recruits  if, 
at  the  start  of  training,  they  were  given  a detailed  schedule  of  the 
things  to  be  covered  thrcughout  their  training,  or  do  you  think  that 
the  present  system  is  better? 


21.  Do  you  think  that  recruits  with  complaints  should  be  permitted  to  go 
dlreotly  to  an  officer,  or  should  they  be  required  to  use  the  ohaln 
of  command? 


Which  of  the  following  best  represents  v^hat  recruits 

feel  would  happen  if  they  made  a complaint  against  their  drill 

instructor?  Do  recruits  feel  that: 


Yes 

1 

No 

2 

Detailed  sohedule 

1 

Present  system 

2 

Directly  to  an  officer 

1 

Dae  ohoin  of  oonimand 

2 

the  drill  instructot  would  bo  repri- 
manded and  nothing  would  happen  to  them, 
fox'  complaining,  or 

1 

The  drill  instructor  might  be  repri- 

roandod  but  they  would  be  harassed  for 

2 

complaining,  or 

Nothing  would  hoppon  to  the  drill 

instructor  but  they  would  bo  harassed 

3 ■ 

for  complaining? 

J 

Other  (SPECIFY) 

1 

0 1 

1 


DO  NOT  READ 


23.  (HAND  CARD  R) 
ho  may  want 
Using  this  cardl 
each  suggestion] 
counseling . 
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|Afi  r a recruit  has  had  a cus^  t covinseling  interview, 
JO  x.iformation  about  opportuniuios  in  the  Marines. 

, tell  me  if  you  Strongly,  Slightly,  or  Do  Not,Pavor 
for  providing  a recruit  with  additional  career 


SUGGESTIONS 

Strongly 

Favor 

Slightly 

Favor 

Do  Not 
Favor 

1.  Eoch  drill  ii 
meetings  wit! 
them  what  he 
in  the  flectt 

structor  should  schedule 
his  recruits  and  tell 
knows  about  opportunities 

1 

2 

3 

2.  One  drill  ins 
should  be  tr? 
and  the  recir^ 

tructor  in  each  series 
Inod  in  career  counseling 
lits  should  meet  with  him 

1 

2‘- 

3 

3.  One  officer  : 
trained  in  c. 
recruits  sho. 

n each  series  should  be 
ireer  oounseling  and 
lid  meet  with  him 

1 

2 

3 

4.  The  recruit  i 
the  career  a 
additional  a 

ihould  be  sent  to 
mnaeli.ng  office  for  any 

mnsellng  he  requires 


1 

2 

3 

24.  How  much  do  yo 


L like  being  a drill  Instruotor?  Do  you» 


25.  Now  I'd  Ilk  1 CO  ask  you  a few  background  questions  for  analysis 
purposes?  .'.'hat  is  your  present  rank? 


26.  What  is  yc  uil  .■•no? 


YEARS 


27.  How  many  /ears  have  you  boon  in  the  harinea? 


1 


Like  it  very  much 

1 

Like  it  somewhat. 

2 

Dislike  it  a little, 
or 

3 

Dislike  it  very  much? 

4 

Sergeant 

(E-5) 

1 

Staff  Sergeant 

(E-6) 

2 

Gunnery  Sergeant 

CE-7) 

3 

Master  (1st)  Sergeant 

(E-8) 

4 

Sergeant  Major 

(E-9) 

5 

I 
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YEARS 
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